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SECTION I 
INTRODUCTION 
This report to the University community 
serves as the third phase of the restructuring 
process begun with my address to the 
University Senate September 11. In these 
pages, I outline, as promised, the specific 
steps we will take to enable Syracuse 
University to meet the considerable 
challenges it faces. At the same time, I 
invite the community to join with me in 
confidence that, in spite of difficult times, 
we can and will reshape this institution into 
a finer and stronger force for education, 
scholarship, and service to society. 
Last summer, as I became more aware of 
our financial situation, I knew there were 
major challenges ahead. At first, I believed 
the biggest challenge would be helping the 
University understand the nature of our 
situation and accept the fact that 
substantive action was necessary. Clearly, 
these initial concerns have been obviated 
by the community's interest and in-
volvement. Your letters to me, the Senate's 
involvement (its committees have made 
more than 90 recommendations), and the 
intensity of the work in our schools, 
colleges, and departments show an 
impressive degree of understanding of the 
challenges. We do, it's apparent, agree that 
we must face them. You are very informed 
and it shows. 
It is clear that we all care very much 
about this University. 
Understanding that we must take 
action, however, doesn't mean agreement 
about what must be done. While I have yet 
to hear one person say we ought to just ride 
it out and wait for better times, I have 
heard significant discussion of the 
preliminary reports published in the 
December 16 Record. I address those 
concerns specifically in Section IV of this 
report. 
I also note my appreciation for Chan-
cellor Melvin A. Eggers' Ad Hoc Advisory 
Group, which provided a useful preliminary 
analysis of our various academic programs. I 
am grateful to Vice Chancellor for 
Academic Affairs Gershon Vincow for 
adopting that analysis and for his use of 
both expenses and revenue as key 
determinants for our future. In a short time, 
we've come a long way in understanding 
our fiscal challenge. To my knowledge, 
we've come further along than any other 
institution of higher education. 
Now, though, we must drop from our 
vocabulary certain categorizations that 
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came from these preliminary analyses. It is 
no longer useful to separate our schools and 
colleges into three groups. To do so is to 
continue to invite comparisons that can 
cause divisiveness, a circumstance that 
wastes our precious time and energies. 
The recommendations I outline in this 
report utilize knowledge gained from the Ad 
Hoc Advisory Group, the Chancellor's 
Cabinet, the administrative consultants, 
and Senate committees; and suggestions 
from members of the University com-
munity. I accept the fundamental premises 
of the plan as published December 16. 
While I believe that the basic model can be 
fine-tuned in a number of ways, what you 
will see is not a radical departure. 
The radical nature of this plan stems 
from my firmly held conviction that social 
institutions must live up to their stated 
principles. Syracuse University must live up 
to its principles. Thus, I will set into motion 
those activities which will ensure that ours 
becomes a learning-centered culture as it is 
described in the vice chancellor's academic 
vision. 
I am determined that this plan be far 
more than lofty rhetoric. 
I will describe briefly how we will get 
from where we are now to where we need to 
be-in record time. I will also describe 
those changes in our understanding of the 
budget situation that have evolved since 
last August. Further, I will discuss some of 
the issues we will confront immediately and 
in the near future. And then I will offer my 
plan. I will be as brief as possible in order 
that I may focus on the specific steps we 
must take to move quickly but deliberately 
toward a more learning-centered culture. 
We are in the midst of a critical 
juncture in this University's distinguished 
history. The decisions and actions we take 
today will set Syracuse in a new direction. 
As wise and informed as we believe our 
deliberations and conclusions to be, we will 
not know the exact outcome of our work 
until years have passed. And we may well 
alter our course from time to time as we 
move through this period. 
We have reason to feel hopeful. The 
plan as outlined below is the work of 
dedicated, committed, and caring men and 
women. It is based on an open process of 
information sharing and dialogue. And it 
rests on a vision for a future that embodies 
the values that have supported this 
University since its founding in 1870. 
It is a plan that responds to internal 
concerns and the demands of the world 
around us. Those internal concerns focus on 
a need to achieve a more effective balance 
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between teaching and research, a richer 
blend of liberal education and professional 
studies, and a more focused orientation 
toward our primary mission as educators of 
young men and women. At the same time 
we respond to the workplace into which we 
send our graduates. That workplace is 
increasingly diverse in character and asks 
that we prepare young people for careers that 
will change rapidly over the course of their 
working lives. We must make critical 
thinkers and life-long learners of them if 
they are to adapt and change over time. And 
we must send them prepared with 
fundamental skills in writing, math, and 
computer literacy. 
I caution here that the plan described in 
and of itself does not solve the challenges we 
face. What you read here is a map for the 
future. It is as clear as it can be at this point. 
But it is critical that we all understand that 
we who are faculty, staff, and students will 
make the plan work. I expect that we will 
not agree completely on every aspect of this 
plan. Nevertheless, I ask that we focus on its 
vision for the future and work together to see 
that it is successfully implemented. Our 
combined commitment, energy, and faith 
will be needed more than ever before. 
This is a challenge that will test our 
mettle as professionals and will demand hard 
work and consistent cooperation. I am 
confident that we can and will succeed. 
The Process to Date 
As I stated in my address to the University 
Senate September 11, "We have before us a 
fiscal challenge of major proportions ... [a 
challenge] born of many things, most outside 
our immediate control: a demographic 
downturn in the numbers of qualified 
prospective freshmen causing declining 
enrollments, reduced state appropriations, 
overall cost escalations, and reduced revenue 
projections from other sources." We faced an 
estimated 15- to 20-percent reduction in the 
number of undergraduate students over a 
five-year period beginning with the class 
entering in Fall 1989. To deal with that 
reality and the effect it would have campus 
wide, I announced in September that we 
would need to make a IS-percent cut in our 
base budgets in addition to the 5- to 6-per-
cent cut already implemented in fiscal years 
1991 and 1992. 
Those statements were based on the long 
and difficult work undertaken by the 
Chancellor's Ad Hoc Advisory group, a 
team of University men and women 
commissioned by Chancellor Emeritus 
Melvin A. Eggers to determine the nature of 
Syracuse's fiscal challenge. Through the 
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planning process, a set of assumptions 
emerged: 
•We would enroll 3,050 main campus 
undergraduates per year. 
•Our graduation/attrition rate would equal 
the optimistic assumption used in preparing 
our 1991-92 budget. 
•The tota l undergraduate enrollment 
therefore would drop to 10,420 by Falll996, 
a 1 7 -percent drop from the Fall 1989 peak of 
12,537. 
•DIPA enrollment would gradually recover 
to a high of 825 full-time equivalents, near 
the peak enrollment of Falll989. 
•We would increase tuition by 6.5 percent 
and room and board by 6 percent each year. 
• We would increase the annual unrestricted 
financial-aid budget by $6.2 million with 
add-ons over the next two years to meet a 
commitment made two years ago. (No new 
initiatives would be undertaken beyond that, 
but the average aid award for students would 
be higher because of decreasing enrollment.) 
• State appropriations (Bundy aid), currently 
at $3.8 million, would drop to zero over the 
next two years. 
•Compensation increases would equal 5 
percent a year ( 4 percent salary plus I 
percent fringe benefit costs). 
•There would be no general operating 
budget increment. 
•The library acquisitions budget would 
increase 5 percent a year. 
•Once it is constructed, Eggers Hall 
operating costs would total $0.6-million per 
year (beginning in fiscal year 1994). 
As we read in the September 16 Record, 
which published the Ad Hoc Advisory 
Group's report, these assumptions led us to 
believe that we would need to reduce our 
base btidget by $28 million over a four-year 
period. The advisory group offered several 
suggestions for restructuring the University. 
It then fell to the University community 
to begin the process of discussion and 
consultation. Over the weeks beginning in 
mid-September, a variety of channels 
opened for information sharing and debate. 
The vice chancellor and I participated in 
formal meetings in each of the schools and 
colleges where question-and-answer sessions 
featured lively discussion among faculty and 
staff. Vice Chancellor Vincow met with the 
deans of the schools and colleges and with 
the administrators of the academic service 
units and auxiliaries. 
The University Senate hosted open 
forums organized by committees where 
U N V E R S T y 
members of the campus community were 
invited to respond on a variety of issues. 
Senate committee chairs, in tum, submitted 
reports on their activities regarding 
restructuring . The Office of Human 
Resources held an open forum for faculty 
and staff on the Workforce Reduction Plan. 
Meanwhile, a team of consultants-all of 
them administrators from peer universities 
across the country-studied our admin-
istrative services. 
In addition, our fiscal challenge was 
often the topic of discussion during my 
open office hours on Friday afternoons, as it 
was at many of my public appearances in 
the community and at alumni gatherings in 
other cities. I received a number of written 
responses as well during this period. All of 
these were opportunities for me to hear 
from a broad cross-section of people whose 
commitment to Syracuse University 
prompted them to offer thoughtful 
reflection as well as advice and counsel. 
At the convocation November 8, which 
officially installed me as the lOth 
Chancellor of Syracuse University, I offered 
the community a set of values-Quality, 
Caring, Diversity, Innovation, and Ser-
vice-to serve as a backdrop for the 
initiatives I proposed to strengthen this 
University even as we made it better 
prepared to meet fiscal realities. 
The Vice Chancellor's and 
Consultants' Reports 
On December 16, Vice Chancellor 
Vincow's report on academic affairs and the 
consultants' report on administrative 
services were published in the Record, along 
with a call for comment. Since that time, I 
have received more than 300 responses, 
many accompanied by specific proposals for 
constructive change. I have held individual 
meetings with each of the deans and the 
University librarian and with other senior 
academic and administrative leaders. 
The vice chancellor's report is the 
culmination of months of intensive study 
and discussion that centered around two 
important points. The first is the vision for 
the University's future, an academic vision 
that stems from Syracuse's mission: the 
education of its students and the creation of 
new knowledge. A ll other goals and 
considerations are considered secondary to 
this single purpose. The second is the shape 
of the current fiscal challenge and the 
actions that are best taken now to ensure a 
viable institution. 
The vice chancellor addressed the first 
point through the first section of his report, 
which contains the academic vision for the 
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1990s. Here, he sets before us his ideas for a 
unified campus culture that "molds a 
community of students, scholars, and staff 
dedicated to the pursuit of learning and 
personal development." To reach this goal, 
he lists a set of principles to serve as guides: 
I. Our principal mission is the education of 
undergraduate and graduate students, and 
our culture must therefore be student 
centered. 
2. We seek to advance and facilitate the 
academic and personal growth of our 
students and will measure our success by the 
success of our students. 
3. All units must define their educational 
and service goals in accord with the 
University's mission and hold themselves 
accountable for performance and delivery of 
service of the highest standard. 
4. All academic and administrative units 
must work cooperatively so that their 
activities are mutually reinforcing and 
focused on achieving the University's goals. 
5. As faculty and staff hold themselves to the 
highest standards of service to students, so 
must students hold themselves to the highest 
standards of dedication to their academic 
and personal growth. 
6. Our campus culture should reflect the five 
guiding values [outlined in the November 8 
convocation address): Quality, Caring, 
Diversity, Innovation, and Service. 
In addition, the vice chancellor rec-
ommended that research at this University 
be maintained and encouraged as a primary 
activity. It is from the creation and 
dissemination of new knowledge that we 
enrich the lives of our students and stimulate 
our faculty's continuing growth, and also 
make a significant impact on the nation and 
the world. 
I state here that I strongly endorse these 
principles. I see them as keys to a future that 
will strengthen this University as it touches 
the lives of its students in meaningful and 
lasting ways. 
I am also aware that remaining faithful 
to these principles will take a great deal of 
effort on all our parts. They raise our 
expectations of ourselves and of each other 
even as they ask us to work together in ways 
we may not have done consistently in the 
past. Taken together, they describe unity 
and cooperation for the common good. 
The second part of the vice chancellor's 
report dealt with the fiscal restructuring that 
is necessary to meet our challenges and at 
the same time achieve the unified campus 
culture envisioned. Here, the task was 
·guided by a set of goals and objectives: 
I. Reduce budgets in accordance with 
reductions in undergraduate enrollment 
since Fall 1989. 
2. Reallocate budgets in accordance with 
quality, centrality, and demand, thus making 
corrections to the fiscal relationships among 
the schools and colleges as of Fall 1989, 
reducing significantly the discrepancy among 
their fiscal positions. 
3. Use some of the budget reallocation to 
generate net add-ons to further build quality 
in units with high quality, centrality, and 
demand. 
4. Achieve internal budget reallocation in 
each school and college from low~r to higher 
priority programs. 
For these goals, too, I state my phil-
osophical agreement. Though the plan you 
will read in Section III of this report differs 
in part from that sketched by the vice 
chancellor December 16, it does adhere in 
the main to the guidelines he set forth. 
Toward a Vision for the Future 
It is important that we as a community do 
not get stuck in the details of the re-
structuring process. The specifics are 
important, of course. And I am very aware of 
the human consequences of the work we are 
doing. We must, of necessity, lose valuable 
people as we become a smaller but stronger 
institution. We do not go into this process 
without feeling deep regret for the 
inevitabilities of budget reductions. 
However, there is cause for hope, if we 
look beyond the fiscal realities. And that 
hope comes from achieving the vision for a 
unified campus culture. With a streamlined, 
focused approach to the unique con-
tributions this University can make over 
time, we can look forward to many successes. 
Restructuring by itself is one step in the 
process. Another is our mutual commitment 
to the work that must be done. A third is the 
support we will give to new initiatives 
designed to achieve our aims. Those 
initiatives will be costly. And we must be 
prepared to support them even as we cut our 
budgets. 
I will describe some of those initiatives 
in this report and will outline how we intend 
to support them. Others will become clear 
in the months ahead as we all move forward 
to a stronger Syracuse University. 
R E P 0 R T 
SECTION II 
FINANCIAL ISSUES AND 
ADDITIONAL 
CONSIDERATIONS 
Since August there have been changes in 
our economic condition, and, as a result of 
suggestions made by the Senate Budget 
Committee, changes in our assumptions. 
Below is a brief description of those changes 
and an analysis of how they affect our 
budget forecast. 
The Projected Deficit 
In August 1991 we projected a $28-
million deficit and developed a plan for 
balancing the budget by taking ap-
proximately 15 percent from the reducible 
base budgets of academic and admin-
istrative units. By assigning a range of 
targets to these units, we planned to take 
above-average cuts overall in administrative 
units, which would allow us to take below-
average cuts in the schools and colleges. 
Overall, the IS-percent cut parallels the 
expected decline in the number of students 
and is justified on that basis. 
We previously assumed an entering 
undergraduate class of 3,050 per year, which 
now appears to be overly optimistic. We 
also had what now appears to be overly 
optimistic assumptions about graduation 
and attrition rates and enrollment in our 
overseas programs. Based large! y on our 
experience this fall, when we enrolled 2,995 
new undergraduates, the projection of 
entering students has been revised to 3,000 
per year. We also have revised our as-
sumptions on rates of graduation and 
attrition and enrollment abroad to more 
realistic levels. As a result, we now project a 
deficit of approximately $38 million. 
Enrollment 
The Senate Budget Committee recommends 
a planning assumption of 3,000 new students 
per year, but has legitimately expressed some 
reservation about our ability to achieve it for 
Fall 1992. From every indication, the 
admissions situation is soft for at least next 
year. We can blame economic and 
demographic forces, but nevertheless we 
must adjust. The budget committee suggests 
that any enrollment shortfall next 
September be covered by using reserves or 
other short-term funding mechanisms. I 
agree with the planning assumption of 3,000 
new students per year, and I agree that we 
can cover a revenue shortfall using reserves, 
should that become necessary. 
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We've set a goal of sustaining our 
enrollment with 3,000 new students per year 
on a continuing basis. That will require 
greater levels of financial aid in the form of 
expanded loan opportunities and schol-
arships. In addition to new scholarship 
funds, we will need to enhance our 
recruitment and marketing practices, 
improve retention rates, and adjust our 
curriculum to make this a more student- and 
learning-centered institution. I will say more 
about this later in this report. 
Addressing the Larger Deficit 
How, then, will we accommodate the 
additional $10-million deficit, the difference 
between the revised estimate of $38 million 
and the previous estimate of $28 million? 
Assuming the deficit doesn't get any larger, 
we can solve it without increasing the 
overall targets already assigned to the 
academic and administrative units. Let me 
first say that the actual cuts in the various 
academic and administrative units and the 
related fringe benefits will be about $2 
million short of our original target of $28 
million. As a result, we must find an 
additional $12 million in order to balance-
$10 million for the larger deficit projection 
and $2 million for the amount we are short 
in our original plans. 
The additional $12-million savings will 
come from three sources: (a) increasing the 
amount of cost containment required of the 
Athletic Department, (b) revising the so 
called "reducible base" to include more 
expenses, and (c) simplifying the budget and 
reducing transfers to plant funds. In this 
section of the report, I will describe the 
revisions using round numbers. In Section 
III, I provide a detailed breakdown of the 
planned budget. 
A) ATHLETIC DEPARTMENT 
ADJUSTMENTS 
A net of $1 million additional monies will 
come from the Athletic Department. This 
department was originally assigned a cost 
containment target of $1.1 million (15 
percent of its reducible base of $7.7 million). 
I have accepted the recommendation to 
have as much as possible of the present 
grant-in-aid expense transferred to Ath-
letics. This amounts to $2.1 million and will 
replace the previously assigned $1.1 -million 
target, effectively doubling the department's 
contribution. 
As reported in the September 30 Record, 
the Athletic Department receives a subsidy 
of $3.7 million through scholarship monies 
allocated for the athletic program. In 
addition, the University meets the fringe 
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benefit expenses of Athletic Department 
employees. Thus, the total subsidy is $4.5 
million. However, deducted from this 
subsidy must be that income generated by 
athletic events which flows back to the 
University through other auxiliary op-
erations and through their GAS (general 
administrative services) assignment. For 
example, the Carrier Dome and its ca-
tering/concessions together contribute $1.1 
million in GAS funds through their 
concessions and other operations. Since 
more than 80 percent of Dome activities are 
from the Athletic Department, this can be 
considered a direct contribution. In balance, 
then, the true subsidy is in the neighborhood 
of$3.4 million. 
The following changes will be made. 
Since we compete at the Division I level 
with many state institutions, we will assume 
that the Athletic Department should 
approach a break-even basis as if we were, in 
fact, a state institution with tuition at the 
level of $2,500. Thus, the department's 
football and men's basketball programs-its 
two revenue-producing sports- would be 
expected to meet all of the tuition schol-
arship requirements to that level and all 
room and board expenses at our rates (a total 
of $2.2 million), along with all other 
expenses for running the department. We 
expect to keep the entire roster of sports 
programs now under the department's 
supervision. The subsidy to the athletic 
program, then, would be $1.2 million. 
Further, the Athletic Department has 
over the years developed a plant fund re-
serve. This plant reserve should be con-
sidered a healthy result of the department 
carefully marshaling its resources to provide 
for downturns in income. It's also a result of 
the University subsidy. Five-million dollars 
will be removed from this plant fund reserve 
and used to provide additional funds for a 
scholarship program for non-athletes. 
Thus, the reduction in base budget 
results in a savings beyond the mid-point 
reduction of $1 million. This can be added 
to help meet our base-budget reduction 
situation. The use of funds from the Athletic 
Department plant fund will help us offset the 
expenditures that will be required for student 
scholarships. 
B) REDUCIBLE BASE REVISIONS 
The next $1 million will come from revising 
the reducible base calculation to include a 
number of previously excluded budget items. 
The Senate Budget Committee rec-
ommended that the reducible budget base 
include all items except "expenditures for 
essential services to students whose 
reduction would materially affect the quality 
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of student life." All items excluded from the 
reducible base in the August assumptions 
were carefully analyzed. Many were found 
to not yield additional dollars to the base 
because of their unique circumstances. For 
example, the student-driven auxiliaries 
(e.g., the bookstore and residence ·and 
dining services) will be facing a 15-percent 
enrollment reduction, which will nec-
essitate reducing expenditures by at least 
that level. Thus, to expect these auxiliaries 
to add dollars to the general fund would so 
badly damage our services to students that 
we cannot seriously consider it. Also, a 
number of other items have no yield for 
other reasons. One example is a purchase 
for resale expense (or charge back) where 
reducing expenses automatically reduces 
the ability to generate revenue. We also 
have some contractually fixed expenses, 
such as debt service that cannot be reduced. 
Nevertheless, some items can be added 
to the reducible base. They include special 
equipment funds, laboratory set-up funds, 
and a few other previously protected ex-
pense budgets. In addition, the University 
enters into a variety of contractual services 
with vendors who perform services to us at 
a rate better than if we were to develop the 
infrastructure to do them ourselves. In-
cluded in this category are such services as 
legal, auditing, shuttle buses, and some of 
our major construction and renovation 
work. Each of these items was carefully 
examined and serious discussions are 
underway with our various contractors. As a 
result of adding these items to the reducible 
base and working with our major vendors, 
we are able to effect an approximate $!-
million reduction, on an annual basis. This 
amount will be used to help offset the larger 
deficit. 
C) SIMPLIFYING THE BUDGET 
The remaining $10-million comes from 
simplifying the budget. As enrollment 
increased during the 1980s, in addition to 
investing in academic programs and 
improving faculty and staff pay levels, 
opportunities developed to make im-
provements to the physical plant and 
increase our plant fund reserves. The 
mechanism used to do this involved 
conservatively estimating revenues and 
expenses when preparing the annual 
budget, thereby allowing a transfer to plant 
funds. 
In light of our current situation, we no 
longer can continue this practice . The 
amount of the transfer now stands at about 
$15 million annually. Of this amount, we 
estimate that $5 million per year is needed 
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to pay for recurring major maintenance and 
special capital improvements. ln previous 
years, this $5-million amount was expensed 
in the plant fund using money transferred 
from the current fund. Beginning next fiscal 
year, this $5-million recurring expense will 
become a line item in the current fund 
budget and will be subject to the 15 percent 
reduction. The remaining $10 million (the 
$15-million available transfer, less the $5 
million needed in the current budget for 
recurring expenses) will be applied toward 
deficit reduction. My earlier thought was to 
use a large portion of this $10 million to 
establish an annual operating contingency 
fund representing 1 percent of the annual 
budget. ln view of the larger deficit forecast, 
I have concluded that these funds will be 
better used now to prevent deeper program 
cuts that might prove too damaging in the 
long run. More will be said about the 
accumulated plant fund reserve later in this 
report. 
To summarize, to balance the budget we 
will get $26 million from the original cost 
containment. plan, $1 million additional 
from the Athletic Department, $1 million 
from revising the reducible base, and $10 
million more through simplifying the 
budget, for a total of $38 million, which is 
sufficient to cover our revised deficit 
forecast. 
We had hoped to allow the schools and 
colleges a cut as low as 12 percent below the 
mid-range by getting above-average cuts 
from administrative units. Overall, the 
schools and colleges will accommodate net 
cuts of 8 percent below the mid-range. 
While it appears that the above-average cut 
in administrative units will be possible, these 
amounts must now be used to offset a 
shortfall that has developed in the academic 
auxiliaries. 
When academic auxiliaries are cut and 
GAS is increased, the scenario only works if 
the assumptions prove correct. For example, 
if too large a cut results in fewer services, 
then the revenue side is affected also. 
Additionally, if an increased GAS ex-
pectation is not met, then the budget will 
not balance. In Summer Sessions, Project 
Advance, and in DIPA, it now becomes 
clear that we have to adjust our thinking. 
For these three auxiliaries, we are ap-
proximately $400,000 short of the originally 
assigned mid-range reduction. As I said 
before, reductions above the mid-range 
target in administrative units will cover the 
shortfall in these academic auxiliaries. 
Before I leave this topic, I want to say 
something about the Carrier Dome. The 
Carrier Dome is included in the 15 percent 
reduction. Some have suggested that the 
Dome should contribute more heavily. The 
Dome is run as an auxiliary. More than 80 
percent of its income is derived from events 
held by the Athletic Department. The 
Dome produces a GAS that helps to 
enhance the general fund. We have to 
exercise the same kind of care with the 
Dome as with any of our auxiliaries. To 
economize beyond the mid-range target here 
could erode services so badly as to reduce our 
income. Thus, the Dome, while self-
supporting and an equal partner in the cost-
containment programs, can't be seen as a 
major additional financial contributor unless 
we are to greatly alter its use-using it for 
activities which in my mind would be 
inimical to the academic climate. 
Scholarships 
One of our assumptions in the five-year 
forecast was that the general scholarship 
budget would increase at the same 
percentage rate as tuition, and over and 
above this increment there would be special 
add-ons totaling $6.2 million over the next 
two years to complete a four-year funding 
cycle begun two years ago. Beyond fiscal year 
1994, no special add-on was included. It is 
now clear that we are far short of meeting 
the scholarship needs of our students. 
Certainly, the economic condition of the 
Northeast has much to do with this. In 
addition, many of our competitor in-
stitutions, in response to the demographic 
downturn, are offering increased aid both in 
terms of meeting the financial needs of 
students and in terms of offering stipends to 
talented but not necessarily needy students. 
We now estimate that to meet the financial 
needs of the entering cohort of students for 
the next year or two, at least until the 
economy improves, we will need additional 
dollars annually beyond that which was 
projected. The money for this will come 
from a combination of general plant funds 
and Athletic Department reserves. 
Our long-range goal is to cover a large 
part of financial-aid expense from endowed 
scholarships. It will be some time before we 
can launch an effective scholarship drive 
and even longer before we begin to feel its 
positive effects. Timing depends in large 
measure on the economy, on picking up the 
residuals of the Campaign for Syracuse, and 
on our ability to encourage donors to make 
substantial gifts for this purpose. In the 
meantime, we must enhance these funds. 
These dollars will be used for a variety of 
targeted initiatives. One will be a special 
loan program for students who otherwise 
don't qualify for financial aid but in the 
R E P 0 R T 
present economic situation can be 
described as in need. Other initiatives will 
increase the size of awards to individual 
students to more competitive levels and 
lower the average amount of unmet 
financial need. We will also provide funds 
to support outstanding students, those who 
rank in the top 20 percent of their high 
school classes and have SAT scores of 1200 
or higher who don't qualify for financial aid 
on a need basis. 
Innovation Fund 
In my convocation address, I called for the 
development of an innovation fund. I 
believe that we must not allow restructuring 
to so dominate our time and efforts that the 
value of innovation is given short shrift. 
Even as we proceed with budget reductions, 
we must continue to move forward 
dynamically to build quality-particularly 
the quality of our undergraduate exper-
ience. During this transition period, flexible 
resources will be greatly diminished. I'm 
therefore initiating a program of one-time 
grants to begin in the 1992-93 academic 
year to jumpstart projects over a two-year 
period. We will give priority to those 
projects with a substantial impact on 
undergraduate instruction and advising. 
Successful programs will be continued on 
regular University budgets. This special 
fund for innovations will also be used for 
leverage to obtain major grants from 
foundations. We will support this initiative 
with $2 million from the plant fund. While 
I wish to be miserly in the use of plant fund 
dollars, it is essential that there be forward 
movement even at a time of retrenchment. 
Some of the specific innovation fund 
initiatives are outlined in Section V of this 
report and in Appendix B. 
General Plant Fund 
The following is a description of the 
situation regarding the University's general 
plant fund. It currently has $108 million in 
it. Inasmuch as there will be no or few 
additional dollars transferred to it in the 
foreseeable future (and when it's done it 
will be done openly), there will be no 
increase in the fund. Nor can we build that 
fund in the short term through interest 
earned because plant fund dollars will be 
used to fund the cost-containment human 
resources plan and several other items. We 
expect that $15 million to $20 million will 
be needed for the human resources plan. 
Also, as reported earlier, general plant funds 
will help finance some of our additional 
financial aid needs. 
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Further, there are known capital projects 
totaling more than $40 million that must be 
funded. Many of these projects were 
committed to some time ago and are 
essential for our development. They include 
monies for renovation of the research and 
undergraduate teaching labs in Lyman Hall, 
for Carnegie Library renovations, for special 
projects in residence halls to improve living 
conditions, for completing the work on Bird 
Library started last year, for Lubin House 
renovations, for expansion and renovation 
of Drama Department facilities, for up-
grading chemistry instruction labs, and a 
number of other smaller projects ranging 
from asbestos removal to parking garage 
repairs. None of these projects has broad 
donor appeal, and, even if one did, we 
wouldn't want it competing with our plans 
to raise money for scholarships and Eggers 
Hall. All of these projects will improve the 
learning and teaching environment and 
make Syracuse a more attractive campus. 
After these deductions occur and after we 
fund additional financial-aid programs, we 
expect the general plant fund to drop to 
around $40 million by the end of fiscal year 
1997. This reserve is not a large amount 
given the uncertainties of times in higher 
education. I want there to be enough money 
in the reserve to insure our ability to respond 
to major emergencies. By using the reserve 
in this way, we can have the confidence of 
knowing that serious downturns in the 
future can be met, at least temporarily, with 
existing funds. 
Salaries and Fringe Benefits 
As was mentioned in September, we 
assumed a 5-percent increase in com-
pensation costs ( 4 percent for salaries plus 1 
percent for fringe benefits). The Senate 
Budget Committee has recommended, and I 
agree, that this be the target for next fiscal 
year. They have also recommended, and I 
agree, that our assumptions be scrutinized on 
an annual basis to determine if, in fact, they 
are realistic on both the income and 
expenditure sides. 
For faculty, compensation increases are 
affected by internal and external factors. At 
this University, we are aiming for 
performance evaluations based solidly on 
teaching, advising, research, and service. 
Throughout the campus, schools and 
colleges will adjust their policies and 
procedures for evaluation as necessary before 
compensation changes are made. I have 
asked that those adjustments be made by 
April30, 1992. 
We must seek a competitive edge in 
faculty compensation. If necessary, we 
N G SYRACUSE 
should be willing to make additional budget 
cuts to ensure that we can be competitive. 
However, it is necessary to arrive at a 
definition of what is competitive. The 
budget committee has recommended that 
"equity" be achieved by reaching the mid-
point of the historical comparison group of 
30 universities. I think that reaching an 
average is a worthy goal, but we should 
determine which peer group to use. The fact 
is that compensation is market-based and we 
must compete in an increasingly competitive 
market, which will become readily apparent 
when the recession ends. We should be 
striving to be more competitive rather than 
seeking true equity. Thus, I would submit 
that our competitors are more than these 30 
schools and that we try to arrive at an 
understanding of who our competitors are. 
For starters, we might assume that they are 
all the Carnegie classification Research I and 
Research II schools. 1f so, they then should 
become our comparison group for analyzing 
faculty compensation. Administrative and 
staff salaries have also been analyzed in a 
variety of ways. Local and regional markets 
are valid comparisons for many positions, 
while others demand a wider market analysis 
and appropriate comparisons with other 
higher education institutions. 
In any event, I commit over a five-year 
period to reaching the mid-point of a valid 
comparison group for the faculty where we 
know we can obtain comparable data. That 
five-year period would begin as soon as 
enrollments are stabilized. And we are also 
committed to improving our competitive 
position for our staff salaries. Our ability to 
do this will depend upon a variety of 
factors-first our ability to effectively 
decrease our budget base, and second, our 
ability to recruit and retain students. If 
either of the above conditions cannot be 
met, it will be difficult for us to improve our 
compensation situation in relation to our 
peers. 
For all employees, we need to take a hard 
look at fringe benefits. Except for financial-
aid costs, fringe-benefit expenses have grown 
faster than any part of our budget-due 
primarily to increases in health-care costs. 
By automatically passing on these costs 
through increased fringe benefits, we 
obviously are utilizing dollars that could be 
used for program enhancement and for 
direct salary. Our fringe benefits must be 
competitive and they must be as cost-
effective as possible. And we must be willing 
to make conscious choices about how much 
we are willing to spend in this way. For 
example, our salary increases could be more 
if our fringe-benefit increases were less than 
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estimated. These are trade-offs that we will 
need to consider. In short, in describing 
increases in the future, we need to look at 
total compensation and determine how to 
use those dollars. Comparing ourselves to 
other institutions requires that we compare 
ourselves not only in terms of salary but also 
fringe benefits. 
Also, I believe we should examine our 
current policy for T1AA/CREF contri-
butions. At present, the University provides 
11 percent of employee salary deducted 
before taxes into this valuable pension 
fund . If that amount were lowered, the 
resulting dollars could be added to take-
home pay. Obviously, that would affect 
future personal planning. Depending on 
individual situations with regard to tax-
sheltered income, some employees could 
opt for continuing the current level of their 
retirement fund through their increased 
contributions while others could choose to 
increase their take-home pay. 
Another important area for exam-
ination is the University's contribution to 
health-care costs. We at Syracuse join 
employers all over the country in our 
concern for the escalating costs of 
premiums and, as we look at the total 
compensation package available to our 
employees, we will look into this area, too. I 
will ask the Senate Budget Committee and 
the Committee on Services to Faculty and 
Staff to work with the Office of Human 
Resources on these fringe benefit issues. 
Closing Comments 
What does all this mean? It means we will 
do everything possible to avoid deeper cuts 
than those already assigned to departments, 
schools and colleges. It also means that 
intercollegiate athletics will make a sizable 
direct financial contribution to the overall 
University welfare in the years ahead. 
Further, it means that a number of the 
initiatives will be funded from the general 
plant fund. Finally, we must define more 
precisely our competitive market as we look 
at both salary and f~inge benefits, and we 
need to make hard choices as to how we 
want to use our compensation monies. 
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SECTION I I I 
THE FINANCIAL PLAN 
I will now describe in greater detail the restructuring plan in financial 
terms. As mentioned earlier, there is substantial variance as to budget 
treatment both within a given area and between areas. I refer here to 
the units in four broad categories-academic auxiliaries, academic 
support, the schools and colleges, and administrative services. For each 
of these areas, I will present figures showing the original mid-range 
target and the amount of the cut now deemed appropriate. I also will 
explain significant variations from the mid-range budget-reduction 
target. In total, Academic Auxiliaries were cut $412,000 below the 
midpoint, Academic Support Units as a whole were cut $237,000 
below the midpoint, and the schools and colleges were cut below the 
midpoint by a net of $811,000, which includes the effect of several 
add-ons that will be explained later. Administrative Services were cut 
$1,226,000 above the midpoint, including $1,053,000 additional from 
Athletics. As you review the figures below, keep in mind that the 
original mid-range target was a guide that represented purely across-
the-board cuts. The final plan, you will see, is anything but across-the-
board. 
Academic Auxiliaries 
Reductions for the Academic Auxiliaries total $2,175,059, which is 
$412,458 below the original mid-range target. As stated earlier, this is 
a result of the belief that to cut more deeply would have such a 
negative effect on services to students as to cause a reduction in 
enrollment, thereby exacerbating our budget difficulties. Below 11re the 
reductions by program compared with the original mid-range targets: 
DIP A 
Project Advance 
Summer Sessions 
University College 
Original 
Mid-Range Target 
$ 836,669 
105,150 
316,656 
1mQ1I 
$2,587,517 
Academic Support 
Chancellor's Plan 
Reduction 
$ 703,500 
92,517 
50,000 
...1m.Q±I 
$2,175,059 
Variance 
$ (133,169) 
(12,633) 
(266,656) 
__ 0
$ (412,458) 
The original mid-range target for Academic Support units was 
$3,447,722. The revised total is $3,211,154, which is $236,568 less 
than the midpoint, as detailed below: 
Office of Academic Affairs 
Library 
Admissions/Enrollment Mgmr. 
Graduate Studies 
Info Systems & Computing 
VP for Research 
Undergraduate Srudies: 
Vice President's Office 
Srudent Support & Devel. 
Center for lnstr. Devel. 
Audio Visual Supporr Svc. 
Testing Services 
Honors Program 
Community Internship 
Army ROTC 
Original Mid-
Range Ta~et 
$ 197.537 
1,028,092 
473,364 
102,908 
952,835 
165,187 
43.498 
59,144 
48,724 
139,717 
18,472 
32,759 
9,761 
4,312 
Chancellor's Plan 
Reduction 
$197.537 
840,590 
273,296 
102,908 
1,177,000 
185,021 
2,714 
0 
48,724 
139,717 
18,472 
(22,000) 
0 
0 
Vanance 
$ 0 
(187,502) 
(200,068) 
0 
224,165 
19,834 
(40.784) 
(59.144) 
0 
0 
0 
(54,759) 
(9,761) 
(4.312) 
Continued 
Original Mid- Chancellor's Plan 
Ran~e T ar~et Reduction Variance 
Air Force ROTC 5,242 0 (5,242) 
Registrar 122,459 72.175 (50,284) 
New Equip. -Academic illll 175,000 131.289 
$3.447.722 $3,211,154 ($ 236.568) 
A number of faculty and staff indicated to me that it was important 
to minimize the effects on the Library. The Library's revised cut is far 
less than average. Also, unlike other academic support units that must 
achieve their cuts over two years, I am allowing the Library four years 
to achieve its cut. Further, during the next five years it is our plan to 
increase the acquisitions budget by 5 percent per year so that at the 
end of this period it will be $0.3 million more than it is currently. 
We are asking for cuts in Admissions/Enrollment Management 
that are well below the midpoint, for obvious reasons, and we are 
expecting above-average cuts in Information Systems & Computing. 
We are well aware of the importance of Information Systems and 
Computing-and, with consideration of selective outsourcing, we 
expect to see efficiencies that will help make up some of what is being 
lost by the deeper cuts in this area. 
Most of the departments reporting to the vice president for 
undergraduate studies were assigned below-average cuts and, in the 
case of the Honors Program, the budget is actually increased while the 
budget for Student Support & Development has not been cut. Let me 
briefly comment on the thought process behind some of these 
adjustments. The increase in the Honors Program budget recognizes 
the importance of this activity at Syracuse University and ensures that 
it has the capability to attract and serve additional qualified students. 
By not cutting Student Support & Development, I am reaffirming my 
commitment to our important retention programs, such as the Summer 
Bridge Program, of this department. These programs have been 
particularly successfu l at attracting and retaining students from 
traditionally underrepresented groups. And the below-average cut in 
the Registrar's Office is an indication that we don't want to see the 
quality of service to students reduced. 
The most severe cut in the Undergraduate Studies area is the 
$175,000 reduction from the budget of $300,000 for new academic 
equipment. It may be possible to offset some of this cut by aggressively 
pursuing equipment donations and equipment matching funds. 
Schools and Colleges 
When we developed our cost-containment plan last August, we 
intended to have overall reductions as low as 12 percent below the 
mid-range in the schools and colleges. Later, when it became evident 
that our deficit was going to be larger than $28 million, the best we 
could hope for was to stay at or near the mid-range target for the 
schools and colleges. There are several factors contributing to the 
larger deficit, mostly having to do with enrollment-related revenue 
reductions. There are, however, two expense add-ons. The first one is 
to honor commitments to the African American Studies department 
for three positions. This commitment reinforces a decision made by 
Chancellor Eggers several years ago. Because the department has been 
careful and deliberate in its hiring, I want to insure that the funding is 
left intact. The second add-on continues the faculty diversity 
initiative. In this difficult financial time, I want to ensure that our 
commitment to hiring previously underrepresented faculty continues. 
These add-ons, totaling $340,000, along with some other adjustments, 
bring the schools and colleges total cut to a level that is approximately 
8 percent below the mid-range target. 
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Architecture 
Arts & Sciences 
CIS 
Education 
Engineering 
Human Devel. 
Info. Studies 
Law 
Management 
Maxwell 
Music(VPA) 
Nursing 
Public Comm. 
Social Work 
VPA-Art/Drama 
/Speech 
Faculty Diversity 
Initiative & 
Faculty Hirings 
in African 
American 
Studies 
CHANCELLOR'S PLAN 
Nominal 
Mid-Range Cur 
$ 233,485 
2,945,707 
260,617 
819,011 
1,083,868 
$328,713 
171,712 
721,164 
739,579 
1,356,439 
140,554 
175,446 
446,575 
196,173 
648,280 
$10,267,323 
Expense Cuts 
(Add-ons) 
$ (90,000) 
2,750,000 
950,000 
1,280,913 
2,860,000 
150,000 
150,000 
440,000 
(1 ,080,000) 
140,000 
200,000 
(360,000) 
150,000 
(225,000) 
040,000) 
$6,975,913 
Grad Enroll.Ner 
T uirion Increase 
$440,000 
550,000 
165,000 
165,000 
500,000 
385,000 
110,000 
165,000 
$2,480,000 
Variance 
$ (323,485) 
(195,707) 
689,383 
901,902 
2,326,132 
$ (13,713) 
143,288 
(221,164) 
85,421 
(2,436,439) 
(554) 
134,554 
(806,575) 
118,827 
(873,280) 
(340,000) 
$(811,410) 
My plan as outlined above is a variation on the plan submitted in 
December by the vice chancellor for academic affairs. Recall that 
Table 1 of Vice Chancellor Vincow's report contained an outline for 
mid-range cuts that included numerous reallocations, particularly from 
the heavily subsidized schools to subsidizing schools. The tota l 
presented in the vice chancellor's report was itself $231,411 short of 
the assigned mid-range target. In my plan, this relief increases to 
$811,410 by the following expense adjustments: 
$340,000 
$95,000 
$80,000 
$ 15,000 
$20,000 
Add-on for the faculty diversity initiative and 
faculty hirings in the African American Studies 
department. 
In Computer and Information Science, I am making 
a modest reduction from the mid-range expense cut 
of$1,045,000 in the vice chancellor's report. The 
adjusted figure of $950,000 represents approximately 
half the reducible base of CIS. Obviously, we are 
relying on successfully consolidating CIS and 
Engineering to achieve these economies. 
In the School of Music, I am reducing the mid-range 
cut of$220,000 to something nearer the 15-percent 
University average. This adjustment is contingent on 
a plan for curricular adjustments and increasing 
enrollment to be developed by the School of Music 
and approved by Dean Lantzy and Vice Chancellor 
Vincow. 
Human Development's target is cut back to a total of 
$315,000, which is 14 percent of its reducible base. 
Nursing will have its expense target reduced 
modestly, but we should recognize that this school's 
adjusted total for cost containment and enrollment 
increase is $310,000, which is 26 percent of its 
reducible base. 
$ 15,000 
$ 15,000 
Information Studies' target is cut back to a total of 
$315,000, which is 27 percent of its reducible base. 
Social Work's target is cut back to a total of 
$3 15,000, which is 23 percent of its reducible base. 
I will add that in Engineering and CIS, because of the magnitude 
of the cuts, I am allowing five years to achieve them. They simply will 
need more time to do the job correctly. Engineering will be expected 
to achieve one-quarter of its target the first year with the balance 
spread over the remaining four years. CIS will be expected to achieve 
one-half of its cut in the first two years and the balance over the 
remaining three years. 
Administrative Services 
As reported earlier, the overall reductions here were $1,225,960 above 
the original mid-range target, including $1,053,381 additional from 
Athletics. However, a number of activities were given reductions less 
than the mid-range. The activ ity's direct relationship to student 
service had a major bearing on the relative size of the reduction. What 
follows is a breakdown of the budget reduction plan for each of the 
major administrative service areas: 
STUDENT AFFAIRS 
Original Chancellor's Plan 
Mid-Range Cur · Reduction Variance 
Counseling Center $ 34,860 $ 30,672 $ (4,188) 
Other Student Affairs am1l 848,029 1J..8a 
$878,701 $878,701 $ 0 
I am accepting the recommendation of our outside consultants 
that the mid-range target in Student Affairs is achievable in total, but 
that counseling activities should receive a higher priority than other 
activities. Further, in the departments within Student Affairs, Vice 
President Golden is committed to looking first to managerial solutions 
that will make the budget cuts as transparent as possible to students, 
for example, consolidating functional responsibilities among fewer 
managers. 
BUSINESS & FINANCE 
Original Chancellor's Plan 
Mid-Range Cur Reduction Variance 
Purchasing & Materials $ 172,560 $ 171,448 $ (1,112) 
Treasurer 35,698 55,191 19,493 
Risk Management 135,718 91,306 (44,412) 
Comptroller 345,307 346,392 1,085 
Business Auxiliaries 191,071 301,000 109,929 
Syracuse Stage 64,152 71,855 7,703 
Senior VP Office 34,283 0 (34,283) 
Athletics 1,133,619 2,187,000 1,053,381 
Carrier Dome 480,330 480,330 __ 0 
$2,592,738 $3,704,522 $1,111,784 
Health and safety for our students and employees were major 
factors in my decision to allow a below-average cut in the Risk 
Management department. Consolidation of responsibilities and 
reassignment of duties will make possible above-average cuts in the 
Treasurer's Office and Business Auxiliaries management. The Bursar's 
Office, within the Comptroller's Office, is achieving its cut with no 
decrease in the number of account representatives serving our 
students. The expense saving associated with the Athletic Department 
was explained in an earlier section of this report. 
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FACILITIES ADMINISTRATION 
Physical Plant 
Design & Construction 
Parking & Transit 
Mail{f elecom./Support 
Steam Station 
Security 
Original 
Mid-Range Cut 
$1,434,160 
143,781 
ll4,779 
90,4!3 
124,646 
222,499 
$2,130,278 
Chancellor's Plan 
Reduction 
$1,661,155 
161,034 
!0!,006 
87,027 
141,180 
100,000 
$2,251,402 
Variance 
$ 226,995 
17,253 
(13,773) 
(3,386) 
16,534 
1.l.UAm 
$121,124 
Here too, safety for our students and employees was a major factor 
in my decision to allow a below-average cut in the Security 
Department. The security situation in my plan is actually better than 
it appears in the dollar figures above. By coordinating Security 
Department activities with those of Parking & Transit Services, we 
will actually increase by three the number of officers on patrol duty. 
Physical Plant will absorb the most severe cut in this area but 
efficiency measures are being implemented to minimize the impact. 
UNIVERSITY RELATIONS 
Original Chancellor's Plan 
Mid-Range Cut Reduction Variance 
Development $347,552 $ 305,808 $ (41,744) 
All other 804,995 839,739 lilli 
$1,152,547 $1,145,547 $ (7,000) 
In this area, I am accepting the consultants' recommendation of 
essentially a mid-range cut, with the Development Office receiving a 
below-average cut as a way of minimizing potential damage to our 
fund-raising capability. In the next section of this report, I will 
comment on the Printing Services auxiliary operation, which is part of 
University Relations. 
Office of Human 
Resources 
HUMAN RESOURCES 
Original 
Mid-Range Cut 
$168,193 
Chancellor's Plan 
Reduction 
$168,193 0 
The Office of Human Resources will achieve the mid-range target. 
However, because of increased activities associated with workforce 
reduction University-wide, I will delay the cut until after fiscal year 
1994, since we will depend on the valuable assistance of this office 
during a difficult time. 
CHANCELLOR'S OFFICE 
Original Chancellor's Plan 
Mid-Range Cut Reduction Variance 
Chancellor's Office $ 80,777 $ 95,522 $ 14,745 
Archives/Records 
Management !3,672 4,475 (9,197) 
Government Relations 35,007 55,460 20,453 
Hendricks Chapel 40,435 40,435 0 
Internal Audit 51,990 51,990 0 
Budget & Planning ±1.,212 15,600 ill.2ru 
$ 263,430 $ 263,482 $ 52 
Overall, the departments within the Chancellor's Office will 
achieve the mid-range target. I am allowing a below-average cut in 
Budget & Planning, recognizing the increased workload associated 
with my philosophy of a more open and iterative budget process 
requiring more data gathering and analysis than was necessary in the 
past. I am also allowing a below-average cut in Archives & Records 
Management with the belief that this embryonic operation will one 
day make storage and retrieval of files more efficient for all University 
departments. Above-average cuts will be made in the Chancellor's 
Office itself and in Government Relations, primarily by consolidating 
responsibilities within these departments. 
Other Adjustments 
In addition to the budget cuts described above, which relate back 
to the original reducible base calculations and targets assigned in 
September, the following additional cuts will be made from budgets 
previously excluded from the base: 
Academic Affairs: 
UC-Maintenance/Equipment Fund 
Laboratory Setup Fund 
SU Press Subsidy 
Miscellaneous 
Student Affairs: 
Maintenance-Student Centers 
Special Equipment Fund 
Miscellaneous 
Business & Finance: 
Legal Fees 
Women's Athletics Subsidy 
Maintenance-Carri~r Dome 
Stage-Maintenance/Subsidy 
New Equipment-Administration 
Miscellaneous 
Facilities Administration: 
Capital Improvement Fund 
Parking Services Equipment Fund 
Institutional Property Expense 
Main Room Equipment Account 
University Relations: 
Special Equipment Fund 
Total Cuts From New Reducible 
Base Inclusions 
$ 60,782 
150,151 
44,279 
.L1Q2 
$256,617 
$ 74,161 
27,136 
2,156 
$ 103,453 
$ 200,764 
62,591 
50,795 
14,604 
15,910 
il.J..i1 
$386,018 
$437,100 
20,689 
22,402 
1,311 
$ 481,502 
$ 14,842 
$1,242,432 
I should also mention here that because we were short of our 
original target in Academic Affairs and because a portion of the 
Academic Affairs plan relies on new revenues instead of expense cuts, 
we will be $1.3 million short of our original estimate of $4.6 million in 
fringe-benefit savings. And I remind you, as mentioned earlier, that we 
will reduce (in fact, eliminate) the annual transfer to general plant 
fund reserves. 
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Summary 
The following summarizes the plan to 
cover the revised estimated deficit of $38.3 
million: 
Cost Containment 
(Millions) 
Academic Auxiliaries 
Academic Support 
Schools & Colleges 
Administrative Services 
New Reducible Base Inclusions 
Fringe Benefits- Revised Estimate 
Reduced Reserve Transfer 
The Human Side 
$ 2.2 
3.2 
9.5 
8.4 
1.2 
3.3 
10.5 
$38.3 
This description in cold detail describes 
our budget plan. We must not, in the process 
of dealing with our new challenges and 
opportunities, forget those who will ex-
perience the pain of being laid off or not re-
appointed to tenure-track positions. These 
are good, hard working people who deserve 
better. At present, more than 30 faculty 
members have committed to the Supported 
Resignation Plan and more than 100 have 
shown strong interest. Since the deadline for 
participation is March 13, we won't know 
precisely how many non-tenured faculty 
positions will be affected. I apologize for the 
uncertainty this creates. I sincerely hope 
that many of those faculty members who 
elect retirement now will seriously consider 
joining our newly created Retired Faculty 
Association. We will look to that group for 
their combined wisdom and experience to 
benefit students in the years to come. 
Regarding staff colleagues, I have asked 
that all persons whose positions will be 
eliminated June 30 be informed of their 
status by March 1. This will give maximum 
time to those needing to make new plans. 
Our Office of Human Resources is prepared 
to provide outplacement services and 
expanded employee assistance services. 
SECTION IV 
QUESTIONS AND 
ANSWERS 
During the course of Phases I and II of the 
restructuring process, several questions have 
emerged as common concerns among the 
University community. These questions 
come from people who are quite know-
ledgeable about their institution and 
demonstrate to me the depth of their 
commitment. I believe the responses to 
these concerns will become clearer with time 
as we reflect on the fiscal plan as outlined in 
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Section III and on my action plan for 
improving the student-centered culture in 
Section V. 
However, I treat these common ques-
tions separately here in the interest of shed-
ding light on the decision making-process as 
it has evolved. 
Why have we chosen not to close 
schools and colleges? 
This is what I've come to know as the "bite 
the bullet" question. In other words, some 
people feel that the cuts we make must be 
deeper and more far reaching than those we 
are in fact making. The feeling also stems 
from the scenario outlined in the Ad Hoc 
Advisory Group's report published Sep-
tember 16, which did allude to closings as 
options for dealing with our deficit. 
However, while we continue to look to 
the criteria of quality, centrality, and 
demand as guides, we are not in a position 
today to make swift predictions about which 
programs will be fiscally healthy or 
unhealthy in the future. We could, by acting 
too quickly, eliminate programs that have a 
real chance for growth while we keep some 
that will struggle in the near future. With 
improved methodology, such as that 
promised in the full-cost accounting system 
described in Section V, we will have much 
more reliable data with which to work. 
Time, and the growing body of in-
formation, have caused us to see that closing 
schools will not solve our immediate 
problems. In fact, as we see it now, closings 
could actually widen the budget gap in the 
short term. Students whose home schools 
provide a very specific kind of education 
would, in the great majority of cases, choose 
to leave Syracuse in favor of an institution 
that does offer their preferred major. And 
the impact of such losses would be felt across 
the University. No longer would these 
students be taking general education courses 
through the College of Arts and Sciences, 
for instance, or specialty courses in one of 
our professional schools. And it's also true 
that 85 percent of the drop in numbers of 
students we expect because of the anti-
cipated demographic downturn will affect 
mostly the colleges of Arts and Sciences 
(including the Maxwell School), the School 
of Management, and the College for Human 
Development. 
C losings would also e liminate the 
potential $5 million or more expected of 
some of our schools and colleges, monies we 
will re-allocate to other units for their 
continued growth and develo!Jment. Clos-
ings would, it's true, save some money, but 
not enough to equal the revenue we are 
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expecting to come from increased enroll-
ments on both graduate and undergraduate 
levels in selected units. 
Why not consolidate more 
programs? 
Consolidations, too, will not prove to be a 
cure-all. In a perfect world, there might be a 
perfect pattern of organization. But our 
interest here is in improving our programs 
and services. Sometimes that will mean 
reorganization. If it makes sense over time, 
we will do it. But reorganization itself is not 
a panacea. Too many social institutions have 
spent time seeking that perfect organization 
only to find that nothing significant has 
changed in the quality of their services. At 
Syracuse, our challenge is to greatly alter our 
culture and improve our offerings and 
services to students-not to rewrite the 
organizational chart. 
Are we being fair to all our 
schools and colleges? 
Some of our schools and colleges are being 
asked to achieve far greater revenues than in 
the past. This is a real challenge. Time will 
tell whether these targets can be reached. 
Several people here believe strongly that 
this is too great a stretch. And it's true that 
one option would be to give in now, 
abandoning hope that these schools can 
become better. It's apparent that I don't 
believe that to be a good choice. In my view, 
that would diminish Syracuse as a whole 
while it denied these units an opportunity to 
flourish in the future. 
We are, in fact, expecting a great deal 
from all of our schools and colleges over the 
next few years. Everyone on this campus will 
have to work harder and smarter to make 
this plan work. Some schools and colleges 
will have greater challenges than others. 
They have the challenge of increasing 
enrollments in spite of significant cuts in 
their budgets. 
This situation would be unfair if there 
was no chance these schools could succeed. I 
think they can and their respective deans 
have indicated they think so too. I also 
believe that this institution has gone as far as 
it can in subsidizing these programs. Now we 
ask them to use their considerable creative 
energies to ensure the viability of their 
programs. 
Are the enrollment targets 
realistic? 
"Realistic" is a term that won't be 
completely defined until we see what our 
entering class in Fall 1992 actually is. Right 
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now, we are using 3,000 as a target number. 
And that will be a stretch, from all 
indications we have today. But the Senate 
Budget Committee has recommended that 
we set our expectations at the 3,000-student 
level. l concur. And our new initiatives to 
significantly increase financial aid will be of 
great help. 
lt is important for us to stabilize our 
undergraduate enrollment and to maintain 
the academic quality of our entering 
students. While the target of 3,000 students 
is ambitious, it does represent an important 
level from which our future plans can be 
effectively developed. 
I challenge us all to reach toward the 
higher goal, supplementing any shortfalls 
this year with plant funds if necessary. This 
will allow us to place our energies in the far 
more productive quest of becoming a stu-
dent-centered learning culture. Achieving 
that goal means making Syracuse a much 
more attractive place for all concerned. 
What about plans for the Maxwell 
School campaign? 
I believe strongly that we must move forward 
with a number of initiatives in spite of the 
restructuring that must occur. The Maxwell 
School is one of the signature programs at 
Syracuse, garnering for us a national 
reputation for excellence in the social 
sciences and in the preparation of men and 
women for public life. It has the potential to 
become even stronger through improved 
physical facilities and through strategic 
endowments. 
The whole University will benefit as 
well. With the construction of Eggers Hall, 
all Maxwell programs and faculty will 
consolidate under the ruof of a new complex 
of facilities. Housed together for the first 
time in more than 30 years, these faculty 
members and their students will enjoy the 
benefits of mutual collaboration and study. 
Meanwhile, this move will add more than 
11,000 square feet of new classroom space 
and will release more than 33,000 square feet 
of space to better house many other 
academic programs. 
Will we lose sight of the research 
enterprise in our quest to improve 
undergraduate education? 
No. We can't let that happen if we are to 
retain the benefits of being a research 
institution. It is from the continuing pursuit 
of new knowledge, the exercise of creativity, 
and the training of graduate students that 
our faculty grows and develops. By being 
learners themselves, faculty pass on the joy 
of discovery to their students. 
And it is the promise of studying with 
renowned scholars that attracts many of our 
students, particularly those who come for 
graduate training. Diminishing the research 
focus would flatten, not broaden, the appeal 
of Syracuse University. Also, adopting full-
cost accounting will help us better 
understand the fiscal impact of research, 
particularly that funded from outside 
sources. 
However, we must take steps to strike 
an appropriate balance between teaching 
and research. We can also broaden our 
definition of scholarship using the typology 
Ernest Boyer of the Carnegie Foundation 
has proposed: the scholarships of discovery, 
integration, application, and teaching. To 
put muscle behind such an expansion, we 
must also clearly show that it has weight in 
terms of tenure and salary reviews. More 
will be said about this in the next section of 
this report. 
At the same time, we must continue to 
encourage faculty members to pursue new 
knowledge through University and outside 
support, with appropriate incentives for 
generating sponsored program revenues. 
And we must also encourage them to bring 
the excitement of their discoveries into the 
classroom to share with their students. It is 
through this kind of exercise that students 
realize the true benefit of attending a 
research and teaching institution. 
What if this plan doesn't work? 
I believe we can expect that this plan won't 
work perfectly. If perfection were a possi-
bility, I'd be the first to say so. There are 
too many variables beyond our control. In 
the past, we at Syracuse have dealt with 
both economic recessions and drops in 
enrollment. But we have not faced both 
phenomena at the same time, as we do 
now. The demographic variable is far more 
predictable. However, the economy and the 
rate of recovery from the current recession 
is not nearly as controllable. 
Nevertheless, the plan as stated will 
help ready Syracuse University to adjust to 
a variety of conditions as they happen. 
With a better understanding of our real 
fiscal picture achieved through full-cost ac-
counting, we can react with greater effi-
ciency and effectiveness. More important, 
by implementing the initiatives l will 
outline toward the goal of a more learning-
and student-centered culture, we will make 
this University a far more attractive 
institution for students and faculty. 
Those two changes will guide this plan. 
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Of course, we will make adjustments as 
necessary. But I am convinced that we are 
headed in the best possible direction. 
Can we truly change the campus 
culture? 
I'll answer this by leading with a thought a 
colleague at this University shared with me 
recently: "We must ensure that under-
graduate students have access to all of the 
cultural, scientific, and scholarship activities 
on campus. We must change two cultures: 
first, the stud~nt culture, which values social 
activities more than our prime reason for 
existence; and second, the faculty culture, 
which places scholarship and research above 
and away from undergraduate students. Is 
this a dream? I don't think so! Some faculty 
believe that to give the necessary attention 
to our undergraduate students will mean 
abandoning research and graduate in-
struction. I do not agree. What we must do is 
plan all of our activities so that all students 
are part of the action. 
Simply stated. Very difficult to carry out. 
But I believe that this University has the 
capacity to make these kinds of changes. It is 
inherent in our commitment to innovation, 
the value that has enriched this campus over 
the years. The risk taking and the 
adaptations that have marked Syracuse's 
history from its beginnings as a tiny 
Methodist institution in 1870, to its gradual 
addition of professional studies to 
complement a strong liberal arts core, to its 
growth through the war years , to its 
evolution from a regional into a truly 
national and international institution give 
us reason to believe that this change, too, is 
truly possible. 
Put another way, our commitment to 
becoming a learning- and student-centered 
culture within a research institution is the 
answer to the challenges we face. It's far 
more important than any fiscal adjustments 
we must make. It is what will enable us to 
not only survive, but thrive. We have a 
chance to be in the vanguard of change. All 
that's needed is the focused energy we of the 
faculty, student body, and staff can bring to 
the task. 
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SECTION V 
TOWARD A MORE 
LEARNING- AND 
STUDENT-CENTERED 
CULTURE WITHIN A 
RESEARCH UN! VERSITY 
"A living thing is distinguished from a dead 
thing by the multiplicity of changes at any 
moment taking place in it," said the English 
philosopher Herbert Spencer. 
Syracuse University is very much alive. 
That is not to say that all changes are 
welcome. Certainly, budget reduction plans 
are not causes for celebration. Our plans are 
no exception. Yet, I believe that this 
juncture in our history, for all the sacrifices 
we must make, can prove to be a shining 
moment. This is our opportunity to make 
what is already fine at this institution even 
better. 
The plan as it is outlined in this report is, 
in my opinion, the best one for Syracuse 
University. No, there is no guarantee it will 
work perfectly. In my mind, there are no 
guarantees for any institution of higher 
education today, given the variables over 
which there is little control. I believe, 
however, that if we follow our plan we will 
not only be better able to deal with the 
issues of the immediate future but also make 
this institution ready for the decades to 
come. 
I speak now to the kind of place we can 
asp ire to become. The suggestions that 
follow are designed to help us get there. 
They focus on the reasons we are all here: to 
educate young men and women and to 
create and disseminate knowledge. They are 
suggestions guided by the values that have 
made this institution strong and they are 
based on a vision for the future. Fiscal and 
enrollment challenges will always be with us. 
So, too, will our desire to improve our 
programs and services. 
Those improvements will change in 
scope over time. The vision will take on new 
dimensions and will modify our efforts. At 
this point, though, we are challenged to 
move toward a truly student-centered 
culture within the framework of a research 
university. We can make positive and 
forceful strides in that direction. 
I will not attempt now to mentior, 
everything that must be done in the next 10 
years. Rather, I will sketch the initiatives 
that need our concentrated effort over the 
next six months. (Listings of the specific 
initiatives appear in the appendixes to this 
report.) 
I state here that we will, in fact, become 
N G SYRACUSE 
a student-centered culture, one that defines 
the term and becomes a national model. 
The points I make are not by themselves 
dramatic. But when they are imple-
mented-and that is our collective chal-
lenge-they will cause this University to 
undergo a wonderful transformation. All 
that is required is our unwavering com-
mitment. 
I note, too, that the work we must 
undertake is not the province of a single 
area of campus life. We seek one culture 
made of both academic and administrative 
efforts and cooperation. And that culture 
has a single purpose: to support the learning 
process for everyone. 
Administrative Initiatives 
As we work toward a vision for a new, more 
effective Syracuse University, we must be 
willing to take a close, critical look at all 
facets of life on campus. Our academic and 
administrative services will be asked to 
achieve greater efficiency in all aspects of 
their work, often taking on more respon-
sibilities with fewer people on staff. By 
doing so, these areas will contribute a great 
deal toward improving the learning 
environment through streamlined and 
customer-focused services. 
The team of consultants brought in to 
study our administrative services rec-
ommended a number of potential 
consolidations to both improve and 
eliminate service overlaps. Where that will 
bring about positive change, it should be 
done. Once again, we must focus on our 
real needs here. The whole of these 
services, in my view, must at least equal the 
sum of its parts. Real improvement will 
come with a change in the campus culture 
and progress toward becoming ttu!y student 
centered. 
TOTAL QUALITY MANAGEMENT 
The most important step in refining our 
services will be to bring the concepts of a 
system known as Total Quality Man-
agement (TQM) into action on this cam-
pus. I spoke of the system briefly in my 
November 8 convocation address. It is a 
simple and effective technique that has 
been used widely and with excellent results 
in a variety of businesses, industries, and 
nonprofit organizations, including college 
campuses, across the nation and the world. 
TQM asks basic questions: 
• Who are our customers?. 
• What do our customers need from us 
in the way of services? 
• How well are we providing those 
services? 
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•How can we improve? 
• How can we combine forces in order 
to serve our customers better? 
As simple as TQM appears at the outset, 
it is truly a demanding system. It asks far 
more of us as employees than simply doing 
our jobs. In order to reap the benefits of the 
system, we must come together to study our 
customers' needs, examine our present 
operations, cull unnecessary and time-con-
suming steps, and become willing to take 
risks as we try new methods. Above all, 
TQM demands that we become far more 
communicative and cooperative about our 
work. 
I realize that many people wince at the 
term "customer" in an academic context. 
And it is true that "customer" here and 
"customer" at a car dealership mean different 
things. (I submit that a car salesperson who 
demanded a research paper of a buyer before 
she would sell him a car wouldn't last long.) 
But any viable enterprise or responsive social 
institution soon learns that truly knowing 
the people who use its services-the cus-
tomers- leads to success. 
TQM is not a magic formula. However, 
it has proved highly successful for those 
institutions that have seriously implemented 
it. The key is willingness to commit the hard 
work and dedication to see the program 
through. 
Though I expect it will take time to see 
results at Syracuse, I ask that we begin to 
implement TQM immediately. Each cabinet 
officer will develop a preliminary plan for the 
administrative and academic service units in his 
or her division by January l, 1993, outlining 
how its particular services might improve. In 
the meantime, our senior administrators will 
be oriented and trained in the TQM system 
and will be asked to identify the University's 
critical success factors. They will help select 
areas for 10 pilot teams for the 1992-93 
academic year. Simultaneously, selected staff 
members will be trained to direct a campus-
wide TQM program. 
As we serve others, I ask each of us to 
abide by the following principles: 
A) Service to customers- whether students, 
faculty, or staff-requires a total team effort. 
That means that individual units pull 
together to become more effect ive and 
efficient. At the same time, it means that 
units work collaboratively whenever pos-
sible. The goal for all is the same: the 
creation of an environment in which we can 
grow. In such an environment, a person un-
served or poorly served diminishes us all. 
B) While we do the job assigned to us as 
effectively as possible, we also aim to assist 
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those seeking help, even if they do not fit our 
responsibilities exactly. If we discover that we 
can't help, we find someone who can. We 
must be prepared to refer customers to a 
specific person, not just an office. No one 
should leave an area without knowing 
exactly where to go and whom to see. We do 
this because we see time as very valuable, 
and time wasted in shuffling from office to 
office is time that could be spent in the 
pursuit of learning. 
C) We should be able to explain policies and 
procedures clearly in order that our customers 
understand why we do things. If we can't 
explain them, we need to learn our jobs 
better. If explanations seem hollow, perhaps 
the policy needs to change. The exercise of 
explaining tests policies against the real 
world and often leads to constructive 
change. 
D) As we examine policies, we look first to our 
own units to see if we are the cause of the 
problem. (Doctors call this iatrogenic 
disease-illness caused by the treatment 
itself.) It's embarrassing but true that we 
often set up services to help students cope 
with problems caused by the University. 
Streamlining services with real customers in 
mind can eliminate many problems. 
E) We are also responsible for identifying 
problem areas outside of our own jurisdictions. 
No continuing problem that can be 
corrected should linger because no one is 
willing to point it out. 
FULL-COST ACCOUNTING 
In the interests of openness as a critical part 
of the new Syracuse University, I am asking 
that we begin the process of instituting a 
full-cost accounting system. This is a step 
recommended by the consultants and an 
area of concern named by many who have 
spoken or written to me over the last several 
months. 
For brevity's sake, I will describe the 
paradigm that was used of necessity when 
both the Chancellor's Ad Hoc Advisory 
Group and Vice Chancellor Vincow cal-
culated their recommendations for the 
budget adjustments they reported September 
16 and December 16, respectively. At that 
time, an implicit fringe-benefit/overhead 
(FB/OH) sys tem was applied against a 
relative average of 100 percent. This 100 
percent figure developed from data available 
last fiscal year, which showed that for every 
dollar spent on direct costs in the budgets of 
the schools and colleges, two dollars were 
raised in tuition revenue. The revenue over 
and above direct costs in the schools and 
colleges went to pay for centrally budgeted 
fringe benefits and other overhead costs. 
Because these central costs are not part of 
the college budgets, it was "implied" that 
the schools and colleges would be expected 
to return to the University, on average, 
twice the amount of their expense budgets. 
(Central costs include fringe benefits, 
maintenance, utilities, and a variety of day-
to-day services.) 
The implicit FB/OH averaged 100 
percent. (Hypothetical example: School A 
earns $1 million in tuition revenue. It uses 
$500,000 to pay its direct costs and returns 
$500,000 to the University for centrally 
budgeted costs.) With this average in mind, 
our schools and colleges could then be 
compared to see which ones were providing 
subsidies and which were receiving 
subsidies. 
One problem here was in the term 
implicit, for we were not working with 
actual, definable costs. When we install a 
full-cost accounting system for the 
University, we will learn the real or explicit 
costs of running each unit, whether that is a 
school or college or one of our academic or 
general aux!liaries. 
Further, we will be better able to ascribe 
direct and indirect costs to the auxiliaries. 
We will also be in a better position to 
account for income earned in sponsored 
research and for cross-registering students. 
Full-cost accounting will give us the ability 
to better understand our financial condition 
and to make decisions based on the best 
possible information. 
Our goal is not to make each unit a "tub 
on its own bottom." Cross subsidies will 
continue to exist, but the new accounting 
method will allow us to be better informed 
in our judgments about the level of these 
subsidies. 
We must allow the necessary time to 
bring Syracuse into line with a very 
different kind of budgeting system, one that 
will require different kinds of record 
keeping and reporting than we may have 
followed in the past. 
I am forming a special committee to 
advise the Comptroller's Office as it deals 
with these difficult and sensitive tasks. It 
will include members from both 
administrative and academic units. This 
committee will present a first draft to the 
deans, other administrators and directors, 
and the Senate Budget Committee for 
reaction before the project is completed. I 
expect full-cost accounting to be ful ly 
implemented no later than]uly 1, 1993. 
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SPECIFIC AREAS FOR IMPROVEMENT 
In the process of discussion and in the 
several responses to the call for comment 
printed in the December 16 Record, certain 
specific administrative and academic areas 
for consideration have been mentioned as 
targets for immediate improvement even 
before we fully implement TQM. I address 
them here as first steps toward overall 
campus effectiveness and efficiency in the 
service of students, faculty, and staff. 
• Printing and Graphics Services 
An area frequently mentioned as worth 
timely study and reconfiguration is printing 
services. Here, people questioned the costs of 
these services and the unit's ability to meet 
changing University needs. The consultants 
recommended a thorough review to deter-
mine whether the current configuration and 
policies should continue. This area, roo, is 
under study. 
David May, executive director of 
publications and printing and graphics services , 
has proposed a review of the printing services 
auxiliary conducted by academic and 
administrative representatives to be completed 
within the first six months of the 199 2-9 3 fiscal 
year. To enable a clear evaluation of the cost 
and effectiveness of the auxiliary's services 
compared to those of outside vendors, its 
operations will be organized into three 
separate cost centers to correspond to its 
three internal manufacturing functions: I. 
an Electronic Publishing Center (EPC) to 
meet desktop publishing needs and to 
provide letterhead, business cards, and other 
logo-bearing materials; 2. printing services; 
and 3. type and graphics services. 
At its conclusion, this study wi ll 
recommend one of four possible options for 
each of the three cost centers: I. continue 
operation; 2. consolidate with other auxiliary 
operations; 3. outsource; or 4. discontinue 
operation, sell assets, and purchase services 
from outside vendors. 
• Program Overlaps 
As we continue to refine our service areas, 
we will be examining those services and 
programs that tend to overlap or duplicate 
each other. A TQM system will do a great 
deal to eliminate such unnecessary doubling 
of efforts. 
In the academic areas, we will look for 
programs and courses in the various schools 
and colleges that appear to overlap, keeping 
in mind that there are differences in 
emphasis and goals in each offering. Vice 
C hancellor Vincow and Associate Vice 
Chancellor Johnson will bring together the 
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deans to discuss possible overlaps and to 
develop a procedure for analysis and review. 
The goal will be greater cooperation 
between the schools and colleges and 
improved program quality, efficiency, and 
productivity. A report on the outcome of 
discussions about each of the overlap areas will 
be submitted jointly by the deans to the vice 
chancellor by May 15, 199 2. 
•Computing Services 
As the size and shape of this University 
changes, we must keep the increasingly 
important functions of computing tech-
nology and services up to date and 
responsive to student and faculty needs. 
Several factors have been identified in this 
area of campus life: instructional computing 
and public clusters are high priorities; 
distributed models for computing technology 
and services should be explored to respond 
to various needs; relationships among 
computing-related academic units, CASE, 
NPAC, and others should be reviewed to 
promote optimal synergy and efficiency; 
services to critical resource and admini-
strative offices should be maintained; access 
to library resources should be expanded 
through information technology, and new 
initiatives in multimedia technologies 
should be explored. Responsibility for this 
area has been delegated to Dr. Ben Ware, 
whose title has been changed to vice 
president for research and computing. I have 
charged Dr. Ware with reviewing all computing 
technology and services. He will submit a 
comprehensive plan by June 30, 1992. 
• Campus Space Allocations 
Restructuring is expected to bring about 
classroom and program space allocation 
changes. In addition, the completion of 
Eggers Hall in 1993, for example, and the 
consolidation of all Maxwell School 
programs in one complex will add more than 
11,000 square feet of classroom space. I have 
asked Senior Vice President for Facilities 
Administration Harvey Kaiser to chair a space-
planning committee and to draft a preliminary 
space utilization program by September 15, 
1992. The committee will receive 
recommendations on academic program 
needs and priorities from an Academic 
Space Advisory Committee chaired by 
Associate Vice Chancellor Michael Flusche. 
•Governance 
As we strengthen our University Senate, we 
will make strides toward the campus-wide 
cooperation that will lead to positive change. 
Members of its agenda committee have 
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begun a study of the body to identify areas 
that need attention. They will examine the 
following: a revision of the by-laws; 
improved coordination of the committees' 
work with appropriate administrators; the 
encouragment of wider participation from 
members of the University community; and 
increased attention to the orientation of 
new senators to their committee assign-
ments, and to senate committee projects. 
• Energy Conservation 
In recent years, the University has reduced 
energy costs by installing energy manage-
ment systems, replacing windows, installing 
energy-efficient lights, motors, and con-
trollers, and adjusting operating procedures. 
The cogeneration plant that will come on 
line in the summer of 1992 will also 
substantially reduce costs. However we will 
continue to explore ways to cut energy 
expenditures by evaluating opportunities for 
energy conservation, developing greater 
campus participation, and managing new 
cost reduction programs. I have charged 
Senior Vice President for Facilities Admini-
stration Harvey Kaiser with developing and 
implementing an energy conservation program. 
A preliminary plan is due September 30, 1992~ 
Academic Initiatives 
An improved student-centered culture 
within a research university depends 
heavily on the way we do things in the 
classrooms and laboratories across campus. 
We must seize the opportunities presented 
to us now by the challenges of restructuring. 
By centering our academic activities around 
the goal of improving teaching and re-
search, we can make this a very attractive 
place to learn and work. Implemented with 
dedication, these initiatives can bring us 
closer to the kind of academic effectiveness 
we strive for. (Vice Chancellor Vincow's 
plan for implementing the academic vision 
is included in appendix A of this report.) 
fACULTY REWARD SYSTEM 
It is essential that we improve our faculty 
reward system to create a more effective 
balance among teaching, research, and 
service. At the same time, we will expand 
the definition of what scholarly work 
involves. I ask that each school and college 
review its policies and procedures for 
evaluating faculty performance and to 
incorporate changes as needed to reflect: an 
increased emphasis on teaching and 
advising; an improved set of procedures for 
both formative and summative annual 
evaluation of teaching and advising for 
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tenured and non-tenured faculty; and a 
description of the appropriate balance with 
teaching, holding equal emphasis with 
research, scholarship, and professional 
activity. These statements as applied to merit 
salary increases will be submitted to the vice 
chancellor by April I , 199 2. 
To further demonstrate our commitment 
to excellence in teaching, advising, men-
taring, and integration of research into the 
classroom, we will institute a series of annual 
awards. Initial funding will come from the 
Chancellor's Fund for Innovation described 
below. We will also seek endowments for 
this purpose through targeted, high-priority 
naming gift opportunities. A task force to 
implement creation of these awards will be led by 
Associate Professor Marleen Davis and will 
report by April15, 1992. 
INTEGRATING RESEARCH INTO 
TEACHING 
To give our students the fullest benefit of 
attending a university where new knowledge 
is created every day, we seek ways of 
integrating discovery into the classroom and 
into the broader learning environment. One 
of the best ways is to make students them-
selves active partners in the research process, 
in class and out. Vice President for Research 
and Computing Ben Ware will consult with 
faculty and offer a set of initiatives by April 15 , 
1992. 
STRENGTHENING GRADUATE 
EDUCATION 
In a student-centered culture at a research 
university, quality is a product of both 
undergraduate and graduate education. Both 
groups will benefit through the imple-
mentation of the several academic initiatives 
outlined here and in the appendix. Two of 
these-the expansion of the Teaching 
Assistant Program and the increased 
emphasis on teaching and advising- will 
have particular benefits for both populations. 
During the spring semester, Dean of 
Graduate Studies Robert Jensen will work 
with the schools and colleges to implement 
the "Standards for Departmental Practice" 
adopted by the Board of Graduate Studies in 
1991. He will also work with vice presidents 
Ware and Cavanagh toward prioritization of 
both graduate programs and research ini-
tiatives at Syracuse. Finally, Dr. Jensen will 
appoint a committee to review University-wide 
services for all graduate students, including law 
students, with a charge to report by September 
30, 1992. 
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ASSESSING PROGRESS 
In order that we have a systematic way of 
measuring the outcome of our efforts, we 
must design comprehensive assessment 
mechanism,s for both our undergraduate and 
graduate programs. Once in place, these 
mechanisms will enable us to see which 
areas are achieving new levels of quality and 
which areas must be improved. Associate Vice 
Chancellor Michael Flusche will form a working 
group for this purpose and will report by April 
30, 1992. 
RECRUITMENT INITIATIVES 
We will seek campus-wide involvement in 
the recruiting and admissions process. 
Where faculty, staff, and alumni can be 
effective with prospective students we will 
encourage their participation. Demon-
strating our interest in qualified applicants 
through personal meetings is often a very 
convincing step in the marketing process. 
We will also explore increasing our contacts 
with high school sophomores to establish an 
early relationship with these prospective 
students. We will develop strategies for 
attracting more international students to 
expand our market and to increase campus 
diversity. 
We can learn from some of our own 
colleagues, particularly those in the Colleges 
of Law and Nursing, whose recruitment 
efforts have been particularly successful 
within the last few years. Their personalized 
approaches and marketing strategies have 
resulted in significantly increased enroll-
ments. 
Very helpful, too, will be our commit-
ment to scholarships and loan programs as 
outlined in Section II of this report. These 
financial-aid incentives will significantly 
enhance our abilities to attract and retain 
students. 
Vice President for Enrollment Manage-
ment Thomas F. Cummings will lead these 
efforts. I look for a comprehensive recruitment 
plan that addresses both individualized and all-
University plans by June 30, 1992. 
FIRST-YEAR EXPERIENCE 
To support the transition from high school 
to college, we will step up our efforts in the 
areas of orientation and the first -year 
experience, inside and outside the classroom. 
We will begin with a pilot summer program 
this year for 400 selected students and 
parents. The program will provide op-
portunities to learn about the University and 
about the expectations both we and they 
have for success. Under the direction of Vice 
President for Student Affairs Edward Golden, 
this summer program is expected to encompass 
aU new students by summer 199 3. 
Opening weekend activities, guided by 
Dean of Admissions David Smith, have 
already improved over the past two years. 
We expect that orientation period to ex-
pand over 10 days, beginning with moving-
in day and phasing out following the first 
week of classes. During this period, we will 
learn more about our new students as we 
familiarize them with the campus and its 
programs and services. Continuing through-
out the first year will be a variety of 
programs on the models of the Freshman 
Forums and Freshman Advocacy Network 
(FAN) now in pl'ace. 
Each school and college will be charged 
with the responsibility of creating smaller 
and more efficient learning environments 
for their first-year students. Specifically, we 
ask that freshmen enroll predominantly in 
classes of no more than 50 students or, 
when that is not feasible, in discussion 
sections of no more than 25 students. In 
addition, the schools and colleges will 
design a required first-semester academic 
experience with no more than 15 to 20 
students per faculty member and will assign 
a faculty advisor to mentor each first-year 
student. Preliminary plans from each unit will 
be sent to Vice Chancellor Vincow by April 
15, 1992. I have advised Dean Palmer that 
I am eager to teach a section appropriate to 
my area of academic expertise next fall. 
To build on successes in such basic skills 
as writing and language studies, we will 
improve on a basic math skills program: A 
task force on math skills directed by Associate 
Vice Chancellor Howard Johnson will report by 
April30, 1992. 
We will closely monitor our new 
students through our Early Alert Program to 
enable early intervention for students at 
risk. We will be certain students have 
increased learning opportunities through 
special study tables in their residence hall. 
These initiatives and others will be implemented 
under the direction of Vice President for 
Undergraduate Studies Rona/a Cavanagh. 
PROMOTING ACTIVE LEARNING 
In order that we increase the number and 
variety of active learning experiences for 
our students, we will look for ways to 
expand these opportunities in each of our 
schools and colleges. A task force chaired by 
Associate Professor Gerardine Clark will 
submit a preliminary report by April 30, 199 2. 
A COMMON UNIVERSITY EXPERIENCE 
I ask the faculty to help design a common 
learning experience for Syracuse University 
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undergraduates. Vice Chancellor Vincow 
and Vice President Cavanagh will form an 
All-University Task Force to begin work 
toward this important initiative. This effort 
will take both time and thought since our 
aim is to create a signature program that 
touches the life of every student who comes 
to us. I ask for a preliminary conceptual outline 
of this program to be ready for faculty con-
sideration by January I, 1993, and for several 
models to be available for University comment 
by the following September. I expect an 
approved program to be implemented by fall 
semester 1994. 
BLENDING LIBERAL AND 
PROFESSIONAL STUDIES 
We will work toward expanded oppor-
tunities to blend liberal studies and 
professional education. Our aim is to allow 
students to take basic courses in the Arts and 
Sciences, professional courses in one or 
another of our professional schools, and 18-
credit-hour minors that meet their interests 
and needs. Our goal is to generate enough 
opportunities to guarantee any Syracuse 
undergraduate minors appropriate to their 
needs. 
During the spring semester we will con-
centrate on minors in management, com-
munications, information studies, and drama. 
To facilitate increased cross-registration, we will 
also create 1,000 new places in the 1992-93 
academic year for students who were previously 
closed out of selected courses~ 
STUDENT RETENTION 
We will make progress in retaining our 
students through graduation. By strength-
ening our first-year efforts as described 
above, we will go a long way toward guiding 
our students to successful strategies for a 
university education. We will support those 
initiatives with greater efforts toward 
tracking students at risk and intervening 
when necessary. Those on probation will be 
invited to a special summer program to get 
back on track. A pilot academic improvement 
program directed by Associate Dean of Summer 
Sessions Horace Smith will be offered to 40 
students in Summer 1992. We will more 
closely support student selection of majors 
and offer them more opportunities to 
identify with their home school and major 
professors. We will encourage more students 
to become involved with service programs to 
more closely link them to the University. 
And we will increase the number of 
opportunities for cooperative and internship 
experiences. 
Vice President Cavanagh will report on 
overall retention initiatives by April I, 199 2. 
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STRENGTHENING DIVERSITY 
To strengthen diversity on this campus we 
will look to the work of the Chancellor's 
Committee on Pluralism, chaired by As-
sociate Vice Chancellor Howard Johnson. 
That group is charged with examining the 
condition of the campus community in its 
support of diversity, recommending specific 
strategies for recruitment and retention of 
diverse students, faculty, and staff, and 
reviewing methods to strengthen campus-
wide respect for human dignity. The 
committee will repart its progress by April 30, 
1992. 
THE SYRACUSE UNIVERSITY COMPACT 
While we will marshal our considerable 
resources, human and otherwise, in the 
creation of a more student-centered culture, 
we will recognize our students' respon-
sibilities for full participation. Therefore, l 
propose that we design a Syracuse University 
Compact for each freshman student. That 
compact will outline what we bring to them 
in resources and what we expect of them in 
return. Those expectations will be clearly 
defined both socially and academically. 
Among other things, students will be 
advised to expect a 50-hour-per-week class 
attendance and studying commitment as a 
minimum investment in their academic 
success. They also will be advised that 
respect for diversity in a multi-cultural 
environment is a requirement at Syracuse 
University. Vice President far Undergraduate 
Studies Cavanagh will draft this compact and 
prepare it far use by F all199 2. 
INNOVATION FuND 
Supporting all of the efforts described above 
and others to be proposed by the faculty will 
be the Chancellor's Fund for Innovation. 
Totaling approximately $2 million to be 
available over two years, this fund will be 
available for one-time grants for projects that 
will have a substantial positive impact on the 
academic and personal growth of our students. 
We will be particularly interested in those 
projects that strengthen the quality of 
undergraduate teaching and advising and the 
integration of research into teaching. By 
drawing on reserves and by developing gift 
opportunities for our donors, we expect this 
fund to have a significant effect on creating 
the student-centered culture we envision. A 
committee chaired by Professar Richard Fallis w 
develop policies and procedures for awarding 
these grants will report by March 15, 199 2. 
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Syracuse University, 1996 
What will we be four years from now? 
At first glance, we will be smaller. But 
far more profound changes will have 
occurred. We will be a student- and 
learning-centered research university. Our 
focus on excellence in teaching and 
scholarship will be clearly apparent. Our 
designs to enable students ro more com-
pletely engage in their studies will have 
been evaluated and improved. Some ideas 
will have been tried and discarded in favor 
of more effective ones as the continuing 
process of innovation moves on. 
Students in the professional schools will 
quite naturally take core courses in the arts 
and sciences. They will also pursue minors 
as will their counterparts in the College of 
Arts and Sciences. In fact, the management 
student, for instance, who doesn't seek 
courses in such subjects as philosophy or 
political science will be considered unusual 
and perhaps less well prepared for a career. 
In other words, we will be taking full 
advantage of our comprehensiveness. 
Students, graduate and undergraduate, 
will come to expect that the excitement of 
discovery through research is a natural part 
of their learning experience. Student-
faculty partnerships in research will grow in 
number, as the integration of research into 
teaching becomes widespread. 
We will assess the effectiveness of our 
academic program on a continuing basis. As 
we evaluate our students' learning out-
comes, we will determine the changes that 
must be made to make what we offer even 
better. 
Students seeking academic advising will 
be assured that the information they receive 
is accurate and tailored to their needs. They 
will know that people care and will take the 
time to talk not only about their course 
schedules but also about the futures they 
envision. We will have learned from the 
successful advising techniques demonstrated in 
such units as the College for Human Devel-
opment and the School of Infarrnation Studies 
and adapted them w our own areas. 
Our faculty performance evaluation 
process will have undergone several re-
finements such that a proper balance 
among teaching, research, and service has 
been achieved. Scholarship at Syracuse will 
encompass discovery, integration, applic-
ation, and teaching, and faculty members in 
every unit will be rewarded for the unique 
contributions they make. 
We will be a more student-friend ly 
place. Our administrative and academic 
services will be far more collaborative as 
people from various units come together to 
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discover better ways to meet customer needs. 
Cooperation will be the norm, and shuffling 
from office to office for help a thing of the 
past. 
Innovation will continue to thrive. The 
$2 million set aside for start-up grants will 
have long been spent. Pressure from the 
University community will result in an 
annual $!-million fund for this purpose, 
even though those monies could entail 
sacrifice in other areas. 
Our common undergraduate learning 
experience will be fully in place-touching 
every Syracuse student. The occasional 
narrowly focused student bent on a specific 
career will protest having to take a base of 
courses. We will explain that at this 
university we provide a complete education 
for each student. This program will be, in 
fact, one of our nationally recognized sig-
natures. 
As a result of a concerted effort to 
promote student success, our graduation rate 
will be in the 75 percent range. Specific 
programs for students who are struggling will 
have been refined to the point that no one 
who needs help will lack for opportunities. 
At the same time, we will have strongly 
encouraged the kind of participation and 
identification that keeps students with us 
and helps them stay in contact after 
graduation. 
Ours will be an even more diverse 
culture. We will have admitted many more 
young people from African-American , 
Latino, Native-American, and Asian-
American families. While we continue 
efforts to recruit and retain a more diverse 
faculty and staff, we will also know that we 
are educating future members of university 
communities to help redress the imbalance 
that exists now. 
Our research and graduate programs will 
be more focused. We will sponsor fewer 
doctoral programs than in the past, but the 
ones that remain will be recognized for 
excellence. Our undergraduate programs will 
also be fewer in number as a result of efforts 
to eliminate duplication and overlap. 
Further winnowing will be taken as a matter 
of course in our ongoing aim to support only 
those programs that contribute to the 
betterment of the University. 
Because of full-cost accounting, we will 
be better able to understand our fiscal con-
dition. Our decision making will accurately 
reflect the unique contributions of each of 
our units. We will have survived the initial 
upheaval that installing the new system 
entailed, knowing that now we are better 
prepared to deal with future challenges. 
We will be more confident of our future, 
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not because we know exactly what that 
future is or because we are immune to 
external conditions like the national 
economy. Rather, we will rely on our 
institutional values of quality, caring, 
diversity, innovation, and service knowing 
that we can respond to change as needed. 
Our confidence will be such that the 
predicted increase in the number of 18-year-
olds in 1996 will not necessarily prompt us 
to seek growth in enrollment. We will 
engage in vigorous debate over this issue, 
opting for what is best for the institution 
rather than being driven by financial 
considerations. 
Conclusion 
I ask you to join me in making the bright 
future sketched above a reality. It stems from 
the plans we are making today and on our 
vision for a better Syracuse University. 
While no plan is ever perfect, this one is 
designed for maximum effectiveness. It offers 
us a chance to become even better and to 
become better prepared for future challenges. 
I have committed myself to its imple-
mentation. I do so because Syracuse Uni-
versity is worth my wholehearted dedication 
and intense efforts. Mary Ann and I were 
attracted to two important things about this 
institution. First, we knew Syracuse was 
already a fine example of the best in higher 
education. Second, we knew it had the 
people and resources necessary to become 
even better. I suspect those reasons attracted 
you, too. 
Now we take on the collective 
responsibility to ensure that our judgment, 
yours and mine, is sound. Won't you help? 
APPENDIX A 
IMPLEMENTING THE 
ACADEMIC VISION: 
SPRING SEMESTER 1992 
Fully implementing the radical change 
implicit in the academic vision of December 
16, 1991, will require extensive faculty 
discussions, which should be initiated 
promptly to guide and support this in-
stitutional change. It is also essential that we 
move promptly to take major steps this 
semester, so as to begin the academic trans-
formation of Syracuse University as early as 
Fall 1992. What follows is a series of such 
projects that reflect the serious commitment 
of the Chancellor, vice chancellor and, we 
hope, of all members of the University com-
munity, academic as well as administrative, 
to develop a student-centered research 
university. Many of these projects will 
require funding, some substantial; Chan-
cellor Shaw will announce a $2-million 
dollar fund for Innovation to make im-
mediate start-up possible. 
It is essential to realize that the major 
locus and responsibility for change will be 
the faculty and staff of the schools and 
colleges, the academic support units and 
the academic auxiliaries. Leadership, 
coordination and support will come from 
the vice chancellor, the vice president for 
undergraduate studies, the dean of the 
graduate school and the entire Academic 
Deans' Cabinet, but we must never lose 
sight of the principal roles of faculty and 
staff in shaping the mission of the Uni-
versity and in working with students to 
carry it out. 
Although the projects described in this 
report focus on the undergraduate exper-
ience, Syracuse is committed to main-
taining its standing as a major graduate and 
research university and to strengthening 
the quality of graduate study. These quality 
improvements in graduate studies will be 
accomplished largely by concentrating 
available resources on our strengths and by 
developing new resources as we expand 
sevt:ral professional master's degree 
programs and those of the College of Law. 
The task forces and working groups 
described below will include administrators, 
faculty and staff, and liaison members from 
Senate committees and student groups. 
Only the chairs are identified below. This 
report will be sent to the appropriate 
Senate committees for review and, through 
the deans and other senior academic 
administrators, to committees of faculty and 
staff for their input. 
This report describes projects that will 
be initiated in Spring 1992 as a partial but 
urgent response to the challenge of imple-
menting the academic vision for the 1990s. 
Following full discussion by faculty, staff 
and student groups, a comprehensive multi-
year plan will be articulated. 
A) Comprehensive Approach to 
the First-Year Experience 
The departments, schools, and colleges, 
supported by the Office of Undergraduate 
Studies, will create a multifaceted, 
comprehensive program for first -year 
students. Syracuse will support their 
successful transition to the University, and 
their academic and personal growth, by 
improving the first-year experience. Each 
academic unit will report its preliminary 
plans to the vice chancellor for academic 
affairs by April 15, 1992, including the 
following elements and others appropriate 
REP ORT 
to the individual school or college: 
• SMALLER CLASSES. Each department, 
school or college will review its lower-
division courses, particularly those enrolling 
a large proportion of first-year students, with 
a view to improving the quality of the course 
and personalizing the experience through 
smaller class size. Specifically, starting in Fall 
1992, freshmen will enroll predominantly in 
courses with no more than 50 students or, in 
courses with larger enrollments, in 
recitation/discussion sections of no more 
than 25 students. (Deviations from this 
standard of class size will only occur when 
the resulting course is clearly of higher 
quality than would otherwise be possible.) 
Smaller class size will be one means to 
improve the quality of courses, by promoting 
increased interaction between students and 
instructors, more frequent assignments and 
feedback, and more personal attention to 
students. 
•A SMALL-GROUP FIRST-SEMESTER 
EXPERIENCE. Each school or college will 
design a required first-semester academic 
experience, credit or non-credit, with no 
more than 15-20 students per faculty 
member. Among the existing models are the 
Freshman Forums program in the College of 
Arts and Sciences, CHD 101 (Human Eco-
logy) in the College for Human Develop-
ment, and NUR 113 (Personal and Profes-
sional Development) in the College of 
Nursing. At the end of the first semester of 
academic work at Syracuse, each student will 
have had a personalized classroom ex-
perience with a faculty member of pro-
fessorial rank in a "course" common to all 
students entering his or her school or col-
lege. 
Each school or college will pilot or 
implement such a first-semester academic 
experience during Fall 1992, with fu ll 
implementation by all schools and colleges 
scheduled for Fall1993. 
• IMPROVED ACADEMIC ADVISING. 
Although this is currently the practice for 
most units, starting in Fall 1992, all schools 
and colleges will be required to assign each 
entering first-year student to work with a 
faculty advisor and, if possible, a student 
peer advisor on planning an academic 
program of study. 
Faculty advisors will be encouraged to 
develop a mentoring relationship supportive 
of the student's academic and personal 
growth . Whenever feasible, the faculty 
adviser will also be the student's instructor 
in the first-semester small-group experience 
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described above. 
Each school or college will implement an 
intensive and ongoing training program to 
support successful advising by faculty and 
peer advisers. Each unit will also develop a 
procedure for evaluating advising per-
formance. The principal responsibility for 
strengthening academic advising will be 
assigned to the schools and colleges. Vice 
President Ronald Cavanagh and the Office 
of Undergraduate Studies will provide 
central support for program development, 
especially for the required training programs 
and the creation of evaluation programs. 
• TARGETING STUDENT SUCCESS. A 
constructive orientation to the University 
experience is an important element in 
promoting student success. As proposed in 
Chancellor Shaw's convocation address, 
Syracuse will implement a summer-
orientation program for students and 
parents, beginning with a pilot program in 
1992. This program will convey our 
commitment to a partnership with students 
(and parents) and their academic and 
personal success. We will explore such 
questions as: What does it mean aca-
demically to be a successful university 
student? What kind of behaviors will 
promote personal growth and success during 
the college years? Illustrative issues include: 
academic values and expectations of 
Syracuse University; dealing with diversity; 
building community; issues of health (e.g. 
alcohol); and growth toward independence 
and responsibility. Students should leave 
summer orientation with a general awareness 
of these topics and issues and an increased 
confidence in their ability to approach them. 
These subjects will be repeated, reinforced, 
and further developed in our Fall Orien-
tation Weekend and are strongly recom-
mended in the first-semester small-group 
experience mentioned above. Development 
of this tripartite orientation will be the 
responsibility of Vice President Edward 
Golden (Summer Orientation), Dean David 
Smith (Fall Weekend), and Vice President 
Ronald Cavanagh (First Semester Exper-
ience) with the advice of a small group of 
deans. An outline of the 1992 pilot program 
will be reported to the Chanceilor and the 
deans by February 26, 1992. Full imple-
mentation of this program is scheduled for 
the entering class of September 1993. 
Despite the best efforts of all concerned, 
including our entering students, many of 
them find the first-year academic and social 
transitional experience painful, difficult, and 
only partially successful. As outlined in the 
December 16 report, we must implement a 
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comprehensive retention program for all 
our students (see Section C), but parti-
cularly those in the first-year. As a key 
element, we will improve our "early alert 
program," which provides mid-semester 
feedback to the schools and colleges from 
residence hall staff and faculty teaching 
lower-division courses. The Vice President 
for Undergraduate Studies will coordinate 
these efforts for academic affairs and will 
submit a report to the Vice Chancellor by 
April IS, 1992, concerning plans to obtain 
mid-semester grade reports from faculty and 
teaching assistants in the courses typically 
enrolling first-year students, the utilization 
of these reports by the schools and colleges, 
plans to create "study tables" in the resi-
dence halls, efforts to direct students to 
CLS 105 (College Learning Skills), and 
plans to create a special summer academic 
enhancement program for students on 
probation or suspension after their fresh-
man year. Consideration should also be 
given to expanding the Summer Bridge 
program for students at risk prior to their 
freshman year. This improved plan will be 
implemented for the class entering in Fall 
1992. 
• BASIC SKILLS COURSES: MATHE-
MATICS. Considerable effort has been 
directed in recent years to improving our 
first-year program in writing and our first 
two years of foreign language instruction. 
That development will continue, parti-
cularly with the support of our T A TU 
program. We must make a parallel devel-
opmental effort with respect to our first-
year mathematics instruction. Dean Samuel 
Gorovitz and I will appoint a task force, 
chaired by Associate Vice Chancellor 
Howard Johnson, to study this issue, 
including substantial recent efforts to im-
prove the program, and submit a prelim-
inary report with specific recommendations 
by April30, 1992. 
B) Improving the Classroom 
Experience for All Under· 
graduates 
• PROMOTING ACTIVE LEARNING. 
The "Restructuring Plan for Academic 
Affairs" placed heavy stress on creating a 
"learning University" and improving the 
classroom experience by engaging our 
students in active learning. 
Although active learning is already 
promoted in many courses and programs at 
Syracuse, our efforts must be expanded. A 
task force, chaired by Associate Professor 
Gerardine Clark, will be appointed to study 
these issues, and submit a pre liminary 
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report, with general and specific recom-
mendations, by April 30, 1992. This is only 
the first step in what we expect will be a 
multi-year all-University effort to support an 
increase in active learning. 
• "BLENDING" LIBERAL AND PROFES-
SIONAL EDUCATION. Much has been 
written and spoken about various aspects of 
our signature theme of "blending"; too little 
has been done. As called for by Chancellor 
Shaw, we must implement plans to allow 
students into the schools and colleges 
beyond their majors so that they can grow in 
ways compatible with their needs. Our 
program will include several components: 
(1) Basic courses in the arts and sciences. 
Students from all schools and colleges should 
be able to enroll in basic courses of their 
choice. Departments with large waiting lists 
include political science and English. While 
base budgets should be adjusted to meet 
student needs, this aspect of "opening the 
doors" (and others described below) could be 
funded on a "start-up" basis by application to 
the Fund for Innovation. 
(2) Courses in the professional schools. 
The same considerations hold for a number 
of popular basic courses in professional fields. 
These should be "opened" further to students 
from other majors. 
During Spring 1992, Associate Vice 
Chancellor Michael Flusche will gather 
information on "closed" courses in both Arts 
and Sciences and the professional schools, 
and work with the schools and colleges to 
develop a program that will "open the doors" 
more widely to cross-registration. A proposal 
to create 1,000 new enrollments in pre-
viously closed courses for the 1992-93 aca-
demic year will be put into place in time for 
Falll992 registration (April6-14, 1992). 
(3) Minors and New Courses. For 
students who seek an in-depth experience 
outside their "doors," we will feature IS-
credit hour minors. We already have an 
impressive list of minors and interdis-
ciplinary concentrations available in the 
College of Arts and Sciences; we also have a 
number of professional school minors 
available. 
During Spring 1992, efforts will focus on 
the Minor in Management, a Minor in 
Communications, a Minor in Drama, and a 
Minor in Information Studies. Vice 
President Ronald Cavanagh will coordinate 
efforts to make the Minor in Management 
avai lable to even larger numbers of rising 
sophomores in time for Fall 1992 registra-
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tion. Deans David Rubin, Donald Lantzy, 
and Donald Marchand will work with their 
faculties to develop their respective minors 
and will submit reports by April15, 1992. 
Also during the spring semester, Vice 
President Ronald Cavanagh will work with a 
group of deans to: (a) facilitate the creation 
of new courses and groupings of courses, 
some of them multidisciplinary, which will 
be particularly attractive to non-majors; (b) 
modify the course catalogue and the time 
schedule of classes and create a new bro-
chure, in order to describe the goals, content 
and enrollment procedures for our signature 
theme of "blending." Minors, concen-
trations, and courses attractive to non-
majors will be highlighted. 
This working group will report by June 
30, 1992. 
The opportunities for schools to work 
together on "blending," "opening the doors" 
and, in particular, designing new courses, 
minors and concentrations, constitute 
important incentives for multidisciplinary 
cooperation, countering the emerging trend 
for emphasis on the role of the individual 
school in generating credit-hour enrollment. 
• COMMON EXPERIENCE FOR SYRA-
CUSE UNIVERSITY UNDERGRAD-
UATES. (Activity will start in Spring 1992 
and continue in 1992-93) Chancellor Shaw, 
in his convocation address, called for consi-
deration of a common learning experience 
for all Syracuse University undergraduates. 
He proposed the development of common 
educational requirements for all schools and 
colleges-a small set of courses and co-
curricular experiences that would become 
the hallmark of a Syracuse undergraduate 
education. Such experiences should reflect 
all-University educational objectives and 
should be linked to distinctive features of 
Syracuse University. 
An all-University task force, appointed 
by Vice Chancellor Gershon Vincow and 
Vice President Ronald Cavanagh, will 
initiate the study of a common educational 
experience and will propose, for considera-
tion by the faculty, a preliminary conceptual 
outline for ~uch a program, reporting by 
January 1, 1993. 
• INTEGRATING RESEARCH INTO 
TEACHING. The December 16 report 
emphasized the importance of faculty 
research, scholarship and creative activity to 
undergraduate education at Syracuse. 
Although the integration of research and 
teaching is already fundamental to many 
programs, we must increasingly bring 
"research" into the classroom and engage 
students in the process of themselves 
becoming "discoverers," inside and outside 
the classroom. Vice President Ben Ware 
will lead this effort, consulting widely with 
the faculty and submitting a report, with a 
set of specific recommendations, by April 
15, 1992. 
• ASSESSING THE PROGRESS OF 
ACADEMIC PROGRAMS. Societal 
expectations, as well as our ongoing desire 
to improve our educational programs, 
require us to strengthen our activities in 
program review and outcomes assessment. 
In our 1997 Middle States review, we will 
be required to include a substantive 
assessment component. The content will be 
of our design and should promote our 
institutional goals. 
I will appoint a task force to design 
comprehensive programs at both the 
graduate and undergraduate levels, prog-
rams focused on helping us improve the 
quality and value of our students' edu-
cational experiences. This working group, 
to be chaired by Associate Vice Chancellor 
Michael Flusche, who leads our planning 
for Middle States review, will also include 
Vice President Ronald Cavanagh and Dean 
Robert Jensen, and will submit a prelimi-
nary report on June 1, 1992, outlining a 
proposal for a Syracuse University assess-
ment program, building on the substantial 
quality and variety of current activities. 
c) Student-Centered Culture 
We look to the leadership of Chancellor 
Shaw in establishing the tone, direction 
and major outline of a student-centered 
institutional culture, and the process for 
achieving it. There are many specific issues 
and projects that will arise. These can best 
be dealt with by working groups that 
include representation of the units involved 
and liaison memberships to the appropriate 
Senate committees. Academic Affairs 
proposes the creation of new mechanisms 
for improved communication and coopera-
tion. 
• A COOPERATION BETWEEN ACA-
DEMIC AFFAIRS AND STUDENT AF-
FAIRS. Perhaps the most important rela-
tionship to be developed further is that 
between the "in-class" and "out-of-class" 
learning and growth experiences of stud-
ents. Starting with a clear understanding of 
the value systems and programmatic goals 
of Academic Affairs and Student Affairs at 
Syracuse, a standing committee should 
explore current barriers and propose 
cooperative and integrative vehicles for the 
R E P 0 R T 
two units. Vice Chancellor Gershon Yin-
cow, Vice President Ronald Cavanagh and 
Vice President Edward Golden will develop 
a written charge to this committee as well as 
its composition, announcing their results by 
April1, 1992. 
This committee should review A 
Comprehensive Retention Program for Under-
graduates. Although the best retention 
program is simply a comprehensively 
outstanding undergraduate experience, 
inside and outside the classroom, from 
admission to commencement, a series of new 
initiatives should be implemented in both 
academic affairs and student affairs. Some of 
these, for first-year students, are described 
above in the section labeled "Targeting 
Student Success." Additionally, in Aca-
demic Affairs, such projects can include 
improvements in career advising and 
planning, "study tables," faculty involvement 
in residential life, improved asststance with 
selection of the major, and "senior check." 
In Student Affairs, a proactive approach to 
all aspects of student life will be developed, 
with special emphasis on issues such as first-
semester rush, excessive use of alcohol, life 
in the residence halls, and improved coun-
seling services. 
• COOPERATION BETWEEN ACA-
DEMIC AFFAIRS AND ADMINISTRA-
TIVE SERVICES. Encouraged by the 
Senate Committee on Administrative 
Operations, represented by Dean Donald 
Marchand, an Ad Hoc Council on Aca-
demic and Administrative Cooperation has 
been formed. Members include repre-
sentatives of the schools and colleges as well 
as administrative support units. This working 
group will be asked to submit a report on its 
accomplishments to the Chancellor's 
Cabinet by April 30, 1992. On the basis of 
this semester's experience, a standing 
committee may be established and charged. 
• OTHER LIAISONS. With respect to 
specific administrative service areas, the 
following Academic Affairs officers have 
been designated as liaisons. Problems or 
concerns should be brought to their 
attention: Human Resources, Associate Vice 
Chancellor Michael Flusche; Facilities 
Administration, Associate Vice Chancellor 
Michael Flusche; and Corporate and 
Foundation Relations, Vice President Ben 
Ware. 
D) Improving the Faculty Reward 
System 
• POLICIES AND PROCEDURES. Each 
department, school or college will review its 
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policies and procedures dealing with 
evaluation of faculty performance and 
incorporate changes, as needed, to reflect: 
( 1) an increased emphasis on teaching 
and academic advising and the integration of 
research into teaching; 
(2) an improved set of procedures (e.g., 
self-review, student evaluations, peer review, 
teaching "portfolio" review, etc.) for both 
"formative" and "summative" evaluation of 
teaching and for the evaluation of academic 
advising; 
(3) annual evaluation of all faculty, non-
tenured and tenured, in the areas of teaching 
and advising; 
( 4) an appropriate balancing of emphasis 
on the three traditional areas of teaching, 
research and service, with teaching accorded at 
least equal emphasis as research, scholarship, 
and creative professional activity; 
(5) an explicit response to an expanded 
definition of research, including the relative 
weighting of the scholarship of discovery, 
the scholarship of integration, the scholar-
ship of application, the scholarship of 
teaching and, where appropriate, creative 
professional activity. 
Statements of policies, standards and 
procedures, modified as suggested above, 
regarding annual merit salary review, will be 
submitted to the vice chancellor for aca-
demic affairs for approval by April 30, 1992. 
A working group chaired by Associate Vice 
Chancellor Michael Flusche, with mem-
bership including Assistant Vice Chancellor 
Robert M. Diamond and representation from 
the senate committee charged with 
reviewing tenure and promotion guidelines, 
will, on request, assist schools and colleges in 
the improvement of their policies and 
procedures documents. Uppn approval of an 
acceptable plan for merit salary review (to be 
implemented in 1992-93 ), each unit will be 
permitted to award its salary increases for 
1992-93. (Activity will start in Spring 1992 
and continued in 1992-93.) 
Corresponding statements concerning 
tenure, promotion, annual review of non-
tenured faculty, and appointment and 
reappointment of non-tenured faculty will 
be submitted to the VCAA for approval by 
November 15, 1992. 
• TEACHING EVALUATION. In Spring 
1992, the teaching of all faculty-tenured 
and non- tenured- will be evaluated, 
according to the procedures of the depart-
ment, school or college. 
• TEACHING AWARDS. To further 
N G SYRACUSE 
demonstrate an increased institutional 
commitment to excellence in teaching, 
advising and mentoring, and the 
integration of research into teaching, a 
series of annual awards will be made to 
faculty. Endowment of these awards will be 
designated a leading fundraising priority 
and naming gift opportunity. In order to 
implement the program promptly, a 
proposal for start-up funding should be 
submitted to the Chancellor's Fund for 
Innovation. Criteria for these awards and 
procedures for nominations and selection 
will be recommended to the Chancellor 
and vice chancellor for academic affairs by 
a task force chaired by Associate Professor 
Marleen Davis. Its report will be submitted 
by April15, 1992. 
E) Strengthening Graduate Studies 
The quality of graduate student life will 
benefit directly from the University's efforts 
to develop a more student-oriented culture. 
In Spring 1992, Dean Robert Jensen will 
appoint a committee to review University-
wide services for all graduate students 
including law students, with a mandate to 
report by September 30, 1992, including 
specific recommendations on service 
improvements. The vice chancellor will 
charge Dean Jensen to work with the 
schools and colleges this semester on imple-
mentina the "Standards for Departmental 
Practic~," recommended by the Board of 
Graduate Studies. Planned expansion of the 
Teaching Assistant Program, focused this 
year on the Departments of Mathematics, 
Biology, Science Teaching, and Economics, 
will benefit both graduate and under-
graduate students. Our increased emphasis 
on teaching and advising in the facul ty 
reward system will also directly benefit all 
graduate students. 
F) Strengthening of Diversity 
Our special initiative to hire African 
American and Latino American faculty will 
continue to be funded centrally. In addi-
tion, I have asked Associate Vice 
Chancellor Howard Johnson to identify a 
small group of faculty who can be of 
ongoing assistance to the schools and 
colleges in recruiting and retaining faculty 
to ensure inc reased ethnic and gender 
diversity. 
We also look to the Chancellor's 
Commission on Pluralism for guidance on 
advancing diversity in all aspects described 
in the December 16 academic vision. 
U N V E R S 
G) Impact of Implementing the 
Academic Vision on Fiscal 
Restructuring 
T y 
• REFINING THE FISCAL PLANS. Fiscal 
restructuring plans will be refined by all 
units in Academic Affairs during Spring 
1992, in response to Chancellor Shaw's plan 
of February 17. T hese refinements will 
include the results of the supported 
resignation program for tenured faculty, the 
impact of implementing the academic vision 
on resource allocations in the unit, and a 
review and prioritization of research 
initiatives and graduate programs leading to 
resource reallocations. 
These revised two- and four-year fiscal 
plans will be submitted to the vice chan-
cellor for academic affairs, as the main 
component of the unit's annual report, by 
May 30, 1992. Plans will include how the 
units can become stronger by cutting back 
on the number of things they do, but doing 
them better. A working group of Vice 
President Ronald Cavanagh, Dean Robert 
Jensen and Vice President Ben Ware will 
review these plans for implementation of the 
academic vision, prioritization of graduate 
programs, and prioritization of research 
initiatives, submitting a report to the vice 
chancellor for academ ic affairs, whose 
approval of each plan is required. 
An overall institutional synthesis of 
academic directions for the future will add 
appropriate resonances to the plans proposed 
by the individual academic units. From a 
study of these fiscal plans, the reports of the 
working group, and a review of the planning 
documents of the schools and colleges, the 
vice chancellor will propose a number of 
common, multidisciplinary themes to 
become part of the academic signature of 
Syracuse University in the 1990s. His draft 
report will be published in October 1992, 
and will be submitted to a variety of faculty 
groups for review and response. 
• SPACE PLAN. These fiscal restructuring 
plans will be used by Associate Vice 
Chancellor Michael Flusche, in cooperation 
with Design and Construction, to analyze 
space needs for the restructuring period, 
including post-Eggers Hall assignments and 
recaptured space due to downsizing. Recom-
mendations concerning academic program 
needs and priorities will be reviewed by an 
Academic Affairs Space Advisory Com-
mittee, chaired by Associate Vice Chan-
cellor Michael Flusche, and transmitted to a 
Space Planning Committee, chaired by 
Senior Vice President Harvey Kaiser, which 
will submit a preliminary space utilization 
ptogram (academic, administrative, ... ) to the 
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Chancellor by September 15, 1992. 
• ACADEMIC RESTRUCTURING: 
PROGRAM OVERLAPS. As pointed out in 
the September 16 report of the Chancellor's 
Ad Hoc Advisory Group, there are programs 
and courses in various schools and colleges 
that appear to overlap, even though there 
are undoubtedly different emphases and 
goals in each. A number of examples were 
cited. The vice chancellor and Associate 
Vice Chancellor Howard Johnson will bring 
together the deans of these schools and 
colleges to discuss the overlap phenomenon 
and to develop a procedure for analysis and 
review, leading to closer cooperation 
between the affected schools and colleges 
and improvements in program quality, 
efficiency and productivity. 
A report on the outcome of discussions 
concerning each of the overlap areas will be 
submitted jointly by the affected deans to 
the vice chancellor for academic affairs by 
June30, 1992. 
• BUDGETARY AND FISCAL ANALY-
SIS. A task force to develop and refine 
benchmarks for fiscal analysis, such as an 
improved implicit FB/OH calculation, a full-
cost accounting methodology (in coopera-
tion with the Comptroller's office), and to 
participate in any cross-cutting budgetary 
analyses mandated by Chancellor Shaw, will 
be appointed and will be chaired by Vice 
President Ben Ware. This group will submit 
a preliminary report with specific recom-
mendations by May 30, 1992. 
• BUREAUCRATIC HURDLES IN ACA-
DEMIC AFFAIRS. (Before deciding on a 
committee to study and recommend change 
that will remove bureaucratic hurdles within 
Academic Affairs, there should be a discus-
sion in the Academic Deans' Cabinet to 
suggest the kinds of obstacles, hurdles, and 
issues which should be considered). 
F) New Programs for Student 
Retention 
In addition to the retention efforts for first-
year students described in Section A, a task 
force, chaired by Vice President Ronald 
Cavanagh will consider new programs for all 
undergraduates, including possible new 
initiatives in areas such as career counseling 
and career planning, "study tables," selection 
of the major, and "senior check." The report 
of this working group with specific 
recommendations should .be submitted to 
the Vice Chancellor for Academic Affairs by 
May 15, 1992. 
APPENDIX B 
Listed on these pages are the 33 initiatives 
to help create a more learning- and student-
·centered culture identified in the Chan-
cellor's November 8 Convocation Address 
and in this Report. They are grouped 
according to the Syracuse University 
values-Quality, Caring, Diversity, Inno-
vation, and Service- they most closely 
represent. They are offered here as a quick 
reference for the work we will undertake 
over the next six months. We expect 
projects named will be joined in time with 
other programs created by the faculty and 
staff. 
QUALITY 
Total Quality Management 
Program 
Implementation of a customer-service 
system known as Total Quality Manage-
ment designed to enhance efficiency and 
effectiveness in all areas of campus life. 
Timeline: Senior administrators 
oriented and 10 pilot teams formed in the 
1992-93 academic year. Preliminary plans 
from all academic and administrative 
service units due January 1, 1993. 
Responsible: Eleanor Gallagher, exec-
utive assistant to the Chancellor. 
Campus Space Allocation 
A thorough review of available campus 
space in light of the changes expected from 
restructuring and from the completion of 
Eggers Hall in 1993. 
Timeline: Preliminary plan due by 
September 15, 1992. 
Responsible: Space Planning Commit-
tee chaired by Harvey Kaiser, senior vice 
president for facilities administration, with 
input from the Academic Affairs Space 
Advisory Committee, chaired by Associate 
Vice Chancellor Michael Flusche. 
Energy Conservation 
A review of the University's energy needs 
to determine opportunities for cost savings 
and efficiency. 
Timeline: Ongoing project. 
Responsible: Harvey Kaiser, senior vice 
president for facilities administration. 
Printing and Graphics Services 
Study 
A thorough review of current services to as-
sess costs and efficiency. 
Timeline: Review to be completed by 
January 1, 1993. 
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Responsible: Printing Services Study 
Committee. 
Computing Services Strategic Plan 
A campus-wide study of the computing 
needs of students and faculty to identify 
necessary changes in technology and access. 
Timeline: Comprehensive plan due by 
June 30, 1992. 
Responsible: Ben Ware, vice president 
for research and computing. 
Providing Improved Classroom 
Opportunities through Smaller 
Classes 
A plan to improve classes for first -year 
students by offering small sections and by 
introducing a small-group first-semester 
experience with faculty of professional rank. 
Timeline: Pilot programs for Fall 1992; 
Full implementation by Fall1993. 
Responsible: Deans of the schools and 
colleges. 
Active Learning Opportunities 
Expanded efforts to active learning exper-
iences inside and outside the classroom. 
Timeline: Preliminary report due April 
30, 1992 
Responsible: Task force chaired by 
Gerardine Clark, associate professor of 
drama. 
Basic Math Skills 
Improved program to enable students to 
acquire basic math skills. 
Timeline: Preliminary report due April 
30, 1992 
Responsible: Howard Johnson, associate 
vice chancellor. 
Integrating Research Into 
Teaching 
Enhancing opportunities to bring faculty 
research into regular classroom teaching. 
Timeline: Report due April15, 1992. 
Responsible: Ben Ware, vice president 
for research and computing. 
Assessing Academic Programs 
Designing comprehensive programs at 
graduate and undergraduate levels to assess 
learning outcomes. 
Timeline: Report due June 1, 1992. 
Responsible: Working group chaired by 
Michael Flusche, associate vice chancellor. 
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Improving the Faculty Reward 
System 
Development of modified policies and 
procedures to give greater emphasis to 
teaching, and advising in the annual merit 
salary review for faculty. 
Timeline: Statements due by April 30, 
1992. 
Responsible: Deans of the schools and 
colleges. 
Program Overlap Review 
Study of academic units to review dupli-
cation of programs and courses which could 
be improved or better coordinated. 
Timeline: Report due to the Vice Chan-
cellor for Academic Affairs by May 15, 1992. 
Responsible: Deans of the schools and 
colleges. 
University Governance 
A review of the Syracuse University Senate 
to ident ify methods to strength en the 
governing body and its membership. 
Timeline: Review to be initiated in the 
spring semester. 
Responsible: University Senate Agenda 
Committee, Wynetta Devore, chairperson. 
Refining Academic Fiscal Plans 
Revised two- and four-year fiscal plans for all 
Academic Affairs units based on the impact 
of the Chancellor's plan for restructuring, 
including results of the faculty supported 
resignation plan, the impact of implementing 
the academic vision on resource allocations, 
and a review and prioritization of research 
initiatives and graduate programs. 
Timeline: Revisions due by May 30, 1992. 
Responsible: Deans of the schools and 
colleges. Plans will be reviewed by a working 
group to include Ronald Cavanagh, vice 
president for undergraduate studies; Robert 
Jensen, dean of graduate studies; and Ben 
Ware, v ice pres ident for research and 
computing. 
Enhancing Cooperation between 
Academic Affairs and 
Administrative Services 
Proposals to increase cooperation between 
the two operating groups. 
Time line: Report to Chance llor's 
Cabinet due April 30, 1992. 
Responsible: Representatives from 
academic affairs and administrative services. 
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Enhancing Cooperation Between 
Academic Affairs and Student 
Affairs 
Proposals to create cooperative and inte-
grative vehicles between the two student-
oriented operations. 
Timeline: Report due by April!, 1992. 
Responsible: Representatives from 
academic affairs and student affairs. 
Enhanced Undergraduate 
Recruiting, Scholarship and 
Loan Initiatives 
A review to strengthen recruiting strategies 
and scholarship and loan initiatives. 
Timeline: Report due june 30, 1992 
Responsible: Thomas Cummings, vice 
president for enrollment management and 
continuing education. 
CARING 
Fund Drive to Support 
Scholarship Endowment 
Proposed campaign to provide $100 million 
in endowments for scholarship awards. 
Timeline: Fall1993 through Fall1998 
Responsible: Lansing Baker, senior vice 
president for university relations. 
Enhanced Orientation 
Strengthening University support for new 
students by add ing a summer orientation 
program and by enhancing first-semester 
activities. 
Timeline: Pilot summer program in 
1992. 
Responsible: Edward Golden, vice 
president for student affairs; David Smith, 
dean of admissions; Ronald Cavanagh, vice 
president for undergraduate studies. 
Improved Academic Advising 
Improved academic advis ing programs 
ensuring that every in-coming first -year 
student is assigned a faculty advisor and 
that these relationships are supported for 
maximum effectiveness. 
Timeline: Implementation in Fall1992 
Responsible: Deans of the schools and 
colleges. 
Improved Student Retention 
Enhancing existing efforts such as the Early 
Alert Program and adding others to support 
students at risk. 
Timeline: Report due by Aprill5, 1992 
Responsible: Ronald Cavanagh, vice 
president for undergraduate studies. 
U N V E R S 
Strengthening Services for 
Graduate Students 
T y 
A comprehensive program to improve sup-
port for all University graduate students, 
including law students, will be developed. 
Timeline: Report due September 30, 
1992. 
Responsible: Committee appointed by 
Robert jensen, dean of graduate studies. 
Human Resources Plan 
Comprehensive plan to support those 
employees who will enter the supported 
resignation plan, be laid off, or are not re-
appointed to tenure track positions. 
Time line: Program in place January 1992. 
Responsible: joan Carpenter, vice 
president for human resources. 
Retired Faculty Association 
Development of an organization to support 
relationships between emeritii professors and 
the University. 
Timeline: First meeting projected for 
summer 1992. 
Responsible: Joan Carpenter, vice presi-
dent for human resources. 
DIVERSITY 
Chancellor's Commission on 
Pluralism 
Review of current environment and recom-
mendations for strategies to strengthen 
diversity on campus. 
Timeline: Report due April 30, 1992. 
Responsible: Commission chaired by 
Howard johnson, associate vice chancellor. 
Initiative to Hire African-
American and Latino Faculty 
Continue centra lly funded program to 
recruit and hire faculty from trad itionally 
underrepresented groups. 
Timeline: Ongoing project. 
Responsible: Howard Johnson, associate 
vice chancellor. 
INNOVATION 
Chancellor's Fund for Innovation 
Two million dollars set aside for projects 
that enhance and improve the quality of 
undergraduate teaching, advising, and 
related concerns. 
Timeline: Available during the next two 
years. 
Responsible: Grant Policies and Proce-
dures Committee, chaired by Richard Fallis, 
professor of English, will report by March 15, 
1992. 
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New Teaching Awards 
Funded program to make annual awards for 
exceptional teaching and advising. 
Timeline: Criteria for awards and proce-
dures for nomination and selection due by 
April15, 1992. 
Responsible: Task force chaired by 
Marleen Davis, associate professor of 
architecture. 
Common Educational Experience 
for Undergraduates 
Development of a common learning 
experience for undergraduate students 
through a small set of courses and co-
curricular experiences. 
Time line: Preliminary report due January 
1, 1993. 
Responsible: Gershon Vincow, vice 
chancellor for academic affairs; Ronald 
Cavanagh, vice president for undergraduate 
studies. 
Blending Liberal and Professional 
Studies 
Improving opportunities for all students to 
select courses outside of their home schools 
and to choose minors to complement their 
preferred course of study. 
Timeline: In the 1992-93 academic year, 
1,000 slots opened for students closed out of 
courses in the 1991-92 academic year. 
Responsible: Michael Flusche, associate 
vice chancellor. 
Timeline: Report on selected new 
minors due Aprill5, 1992. 
Responsible: David Rubin, dean of the 
Newhouse School; Donald Lantzy, dean of 
the College of Visual and Performing Arts; 
Donald Marchand, dean of the School of 
Information Studies. 
Timeline: Report on opportunities for 
expanded minors and new multi-disciplinary 
courses due June 30, 1992. 
Responsible: Ronald Cavanagh, vice 
president for undergraduate studies. 
Full-Cost Accounting System 
Implementation of a new accounting system 
designed to identify the explicit revenues 
and costs of each unit, academic and 
administrative, at the University. 
Timeline: To be implemented by July 1, 
1993. 
Responsible: Comptroller's Office with 
an advisory committee. 
SERVICE 
University Neighborhood 
Community Forum 
The creation of a regular forum for discus-
sion among University representatives and 
neighborhood residents. 
Timeline: Ongoing project 
Responsible: Lansing Baker, senior vice 
president for university relations 
Open Office Hours for 
Chancellor's Cabinet Officers 
Members of the Chancellor's Cabinet will 
hold open office hours for faculty, students, 
and staff on Friday afternoons. This project 
will be modeled after the Chancellor's 
open-office-hour program instituted in Fall 
1991 and which will continue to operate. 
Those wishing appointments are asked to 
scheduled a 20-minute session with the 
cabinet officer's staff. 
Timeline: Program begins February 21, 
1992. 
Responsible: Lansing Baker, senior vice 
president for university relations; Joan 
Carpenter, vice president for human 
resources; Eleanor Gallagher, executive 
assistant to the Chancellor; Edward 
Golden, vice president for student affairs; 
Harvey Kaiser, senior vice president for 
facilities administration; Louis Marcoccia, 
senior vice president for business and 
finance; Gershon Vincow, vice chancellor 
for academic affairs. 
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